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What Would You Do? 


What would you do? 


Judy was in charge of running a large strategy meeting. She invited the right people, coordinated 
: the meeting time and place with their schedules, and prepared an agenda she distributed at the | 
outset of the meeting. Around agenda item two, Judy realized that the meeting wasn't going 

: very well—participation was spotty, and two team members even started debating one of the 

| group's previous decisions. Judy tried her best to move the team toward consensus, but the 
meeting ended on an uncertain note. Since the meeting, no one had talked about the decision or 

: the strategy at all. Judy wondered what she could have done differently to keep the group 
focused on her strategy initiative. Running a meeting this large had begun to seem more like 
running a small country. 


What would you do? 


Judy could have distributed agendas beforehand, and made sure to communicate the goals 

: clearly at the outset of the meeting. She could have established ground rules and designated 
roles for her participants. At the end of the meeting, she could have outlined tasks that required 
;: follow up. After the meeting, she could have created an action and communication plan to be 
distributed to all participants and primary stakeholders. If appropriate, Judy might have 

: scheduled a follow up meeting to check in and see how tasks were progressing. 


: In this topic, you will learn how to prepare for, execute, and follow up on a great meeting. 


Running a meeting well is more difficult than you might think. How can you run a meeting more 
effectively? 


Topic Objectives 


This topic contains relevant information on: 


e When to call a meeting and what kind of decision-making process to use 

e How to plan and prepare for a productive meeting 

e How to conduct a successful meeting and follow up after it 

e How to manage problem behaviors and intervene at key points during a meeting 
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What is a meeting? 


Simply put, a meeting is people coming together for the purpose of transacting business. 


Meetings are just one component of the engine that drives business. Yet, many meetings seem to be— 
and often are—a waste of time! The people who use meetings effectively are the rare, enlightened 
ones. Knowing when to meet, and just as important, how to meet, can make meetings efficient, 
effective, and maybe even fun—saving money and sanity alike. 


Leadership Insight: Show off your people 


When | first got to Goldman, | was asked to attend the management committee meeting, which 

is basically the top twenty-something people in the firm. And I was told that the topic was going 

; to be executive coaching. | had been asked to build a leadership development function modeled 
after Crotonville and GE, which | had done. And most of it was new, but | had inherited this 
; wonderful executive coaching program, the best I’ve ever seen, which | had nothing to do with. It | 
just became part of my operation. : 


And a young guy, who was on an associate level, named Kerry Friedman was running this at the 

; time. So they said, “Come to management committee.” So, | said, “Yeah. Kerry and | will be 
_ there. What time?” And they said, “No, you don’t understand. Kerry briefs you and you go to the 
: meeting.” : 


The business leaders represent the group at their meeting. And I said, “No.” | said, “I can’t do 
that. In the first place, I’m new here. | mean, I’m going to get it wrong. I’m going to learn the 

' basic things, but if you ask any in-depth questions, I’m not going to know. In the second place, 
this is Kerry’s operation, and if you want to hear about because it’s so good, he’s the one who 
_ made it so good.” 


They said, “Well, it’s going to look funny.” So | said, “Well?” And it didn’t look funny. It turns out 

; they had two rows and some guests or people waiting to speak in the second row. So Kerry sat | 
| in the second row. And what happened next was John Thornton, one of the three people who ran 
: the firm, asked me a question. | remember it, because it was so early in my days there. And he 
said, “How many of your coaches are professors and how many are consultants?” Now, Kerry 

: could have briefed me for five hours, | never would have thought they’d ask that question. 


2 But, | had a perfect answer. | said, “Kerry.” And Kerry knew that. So, John and Hank thought that 2 
| probably just had a slip. So they tried a couple more. And it turned out it wasn’t a slip. | was 
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: just as ignorant in the next question as | was in the previous ones. “Kerry.” So they finally just 
bypassed me and went to Kerry. And he was a young guy at the time. Now he’s got an office. 
| He’s a VP. But, at the time, he was in this big bullpen, not much privacy, and they got used to 
the idea that if they wanted to learn about the coaching program, Kerry ran it and Kerr was 

: ignorant. 


And a couple of them said, “Well, you know, you’re going to get them thinking that you don’t 
_ know your job.” And | don’t know if that happened. But, my belief is you get known for 
developing your people. And this guy had done all the work and was entitled to get the credit. 
: And if he didn’t know it, it would have been his discredit not to know. Apparently, this was 
surprising to the people. But, | had come from GE where this was something you just did. If 


people did the work, they got the credit. And if they did bad work, they certainly got the blame. 


So, it turned out that he did well and it turned out | helped him with some visibility and I’m 

: pleased that happened. But, my primary motive was to give the right information, the best 
information, to the people. The management committee has a lot of things to do. They decided 
| this was going to be a major topic. There was a guy who worked for me who had the best 
information on that topic. | just couldn’t imagine another way to proceed. 


And I’ve talked to people about it and weak leaders sometimes think it’s a bad thing to do, 
because you’re telegraphing your own ignorance. If | don’t know something I’m supposed to 

| know, shame on me. But | had gotten here recently. This guy built the coaching program. | just 
didn’t feel as exposed. | felt it was good visibility for him, and I didn’t think about there being 
any consequences for me. 


: In an intelligent organization, if there were consequences, they’d be positive. Kerr’s got good 


people and he’s not afraid to show them off. That would be the message if there was to be one. 


Meetings can present opportunities for your team members to share their expertise and develop their 


presentation skills. 


Steve Kerr 
Senior Advisor, Goldman Sachs 


Steve Kerr is a Senior Advisor to Goldman Sachs and is Executive 
Director of the Jack Welch Management Institute. From 2001 to 2006 
he was Goldman’s Chief Learning Officer and a managing director. 


He came to Goldman Sachs from General Electric, where he was Vice 
President of Corporate Leadership Development and Chief Learning 
Officer and had responsibility for GE’s renowned leadership education 
center at Crotonville. 


Dr. Kerr previously served on the faculties of Ohio State University, the 
University of Southern California, and the University of Michigan, and 
was Dean of the Faculty of the USC Business School from 1985 to 
1989. 


He is a past president of the Academy of Management, the world’s 
largest association of academicians in management. 


His most recent book, “Reward Systems,” was published by Harvard 
Business Press in 2009. Dr. Kerr is on the board of directors of The 
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Motley Fool, the Miami Children’s Hospital Foundation, and Harvard 
Business Press. 


He has a doctorate in management and organizational psychology from 
the City University of New York. 


Key Idea: What do you want to accomplish? 


Key Idea 
: There are several basic types of meetings, and each one achieves a different purpose. 


In a problem-solving meeting, participants first define a challenge—such as unexpectedly rapid 
expansion of the business, or declining product quality—and then they suggest ways to address 
- the challenge. Participants in this type of meeting must be able to recognize the problem and 
also have the energy and expertise to correct it. 


: In a decision-making meeting, the group selects a solution to implement. To be successful, the 
| group must agree on the decision-making process: Will decisions be made by consensus, by 
majority vote, or will only certain individuals have input? 


: Other types of meetings are held for the purposes of communicating, reporting, and feedback. A 
status meeting for a project is designed to keep everyone on the team abreast of the most 
; recent developments. 


What you want to accomplish determines which kind of meeting you should hold. 


When to call a meeting 


It is nonsense to say there is not enough time to be fully informed. Time given to 
thought is the greatest time-saver of all. 
-Norman Cousins 


Obviously, meetings can be held for more than one purpose. Staff meetings, for example, often serve 
both to provide updated information and to solve specific problems. But whether there is one purpose 
or several, it is the purpose that determines when to call a meeting. 


In general, call a meeting when you: 


e Need the entire group to provide information or advice 

e Want the team to participate in making a decision or solving a problem 

e Want to share information, a success, or a concern with the whole group, or make everyone 
aware of a particular situation 

e Are dealing with a problem that needs input from members of different groups with varying 
perspectives or agendas 

e Find that responsibility for a problem, issue, or area needs to be clarified 

e Find out the group feels a strong need to meet 
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When not to call a meeting 


It's better not to hold a meeting if: 


The subject is a personnel issue that is better handled one-on-one 

You don't have time to prepare 

Another method of communicating would work as well or better—for example, a memo, e-mail, 
or telephone call 

The issue has already been decided 

The subject is not worth everyone's time 


The group is upset and needs time apart before being able to address the source of the conflict 
or frustration 


Activity: To meet-or not to meet 


The first step to running a great meeting is knowing /f you should call one at all. 


Should you call a meeting in these situations? 


: You need your employees to provide information for a decision. 


Call a meeting 


Correct choice. You should call a meeting when you need information from all members of 
a group that will affect a decision. 


Don't call a meeting 
Not the best choice. In this situation, you should call a meeting. 


: You want to resolve an important personnel issue. 


Call a meeting 
Not the best choice. In this situation, you should not call a meeting. 


Don't call a meeting 


Correct choice. You should not call a meeting to address a personnel issue—this is best 
handled in a one-on-one discussion. 


i You need to clarify who's responsible for addressing a particular problem. 


Call a meeting 


Correct choice. You should call a meeting in this case. Everyone needs to hear the same 
message about who's responsible for what. 


Don't call a meeting 


http://gwiz4.gene.com/groups/Humres/development/managementor/20 1 lmanagementor/meeting_management/print_topic.html 6/60 


9/7/2016 Meeting Management 


Not the best choice. In this situation, you should call a meeting. 


A group of participants in a previous meeting are highly frustrated with the meeting's outcome. 
Call a meeting 


Not the best choice. In this situation, you should not call a meeting. 


Don't call a meeting 


Correct choice. You should not call a meeting in this case. The group needs time to cool 
off before dealing with the frustration. 


: The people involved in solving a particular problem have varying points of view about how to 
_ approach the situation. 


Call a meeting 

Correct choice. You should call a meeting in this case. Although you may need to manage 
dissenting opinions, the variety of viewpoints will help the group arrive at the best 
solution. 

Don't call a meeting 


Not the best choice. In this situation, you should call a meeting. 


: Several participants in a previous meeting have not turned in required forms. 


Call a meeting 
Not the best choice. In this situation, you should not call a meeting. 
Don't call a meeting 


Correct choice. You should not call a meeting in this case. An email or phone call would 
be a more efficient way to ask these individuals to turn in the forms. 


Key Idea 


2 Creating an agenda before a meeting is crucial to being prepared and getting the most out of 
: the meeting. To build your agenda, consider: 
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e The meeting's purpose—whether it's solving a problem, making a decision, or reviewing the 
status of a project : 
e Desired outcome or objectives 
e Participants' roles 
e Items to be discussed, along with the person responsible and the time allotted 


| The time allocation for your specific issues may vary. It's preferable to underestimate rather 

_ than overestimate how many issues a group can handle in a given time span. Include only as 
many discussion items as the group can realistically cover in the time allocated. Allocated time 
: depends on the purpose of the meeting and its agenda. As a general guideline, assume that it 
will take at least 30 minutes to cover one topic, and two hours to cover five. Typically, a 

: business meeting lasts from 30 minutes to two hours—usually, the shorter, the better. 


A well-crafted agenda is key to getting your meeting off to a good start. 


Specify the meeting logistics 


Your agenda will indicate: 


Names and roles of any outside participants 

Date, time, and place of the meeting 

Who is calling the meeting 

Name of the group that is meeting, or the names of the participants 
Anything unusual about the format 

Length of the meeting 

Any background material or expected preparation 


Sequence your agenda items 


Try to sequence agenda items to create an optimal flow to the meeting. 


Look for issues that build on each other. 

Separate information-sharing issues from problem-solving or decision-making ones. 

Start with a few easy issues, and then work up to the most complex or controversial ones—but 
not at the expense of avoiding these difficult issues. Be careful not to run out of time for what's 
most important. During long meetings, try to have the most difficult issues come up for 
discussion at a time when members are at their clear-headed, creative best. 

Break complex issues down into manageable parts. 


A sample agenda 


Meeting Agenda 


Meeting ST1000 product design 
Topic: 
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Meeting 
Leader: 


Date and 
Time: 


Location: 


Attendees: 


Purpose: 


Objectives: 


Agenda Item 


Tim Farley 


March 3, 9:00 a.m. 


Conference room A 


Meeting Management 


Tim Farley, Max Belson, Tina 
Melanson, Randy White, Fadi 


Shawish 


Decide on final design for ST1000 


Select a design that addresses 
focus group problems and that 
falls within project budget 


Who 


Review design _ Tim Farley 


goals 


Examine 
proposed 
designs 


Review 
competing 
designs 


Assess costs 
of favored 
design 


Max Belson 


Tina Melanson 


Randy White 


Time Allotted 


9:00-9:15 


9:15-9:30 


9:30-9:45 


9:45-10:00 
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Determine whom to invite 
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The purpose of your meeting helps you determine whom you ask to attend. Include in the meeting 
people who: 


e Are the key decision makers for the issues involved 

e Can give relevant input 

e Have a commitment to, or a stake or role in, the issue 

e Need to know about the information you have to report in order to do their jobs 
e Will be required to implement any decisions made 


You'll have the best chance of getting key players to attend by inviting them personally and setting up 
the meeting to suit their schedules. Also, notify them that they are to play a specific role in the 
meeting and reinforce the benefits of them attending the meeting. 


Clarify roles 


In selecting people to invite to the meeting, think about the necessary roles and responsibilities that 
will need to be covered. One individual may fill several roles in a meeting. The essential roles are: 


e Leader: May or may not run the meeting, but does clarify its purpose, objectives, constraints, 
and scope of authority. Takes responsibility for follow-up. 

e Facilitator: Guides the group through the discussion, problem-solving, and decision-making 
phases of the meeting. May be responsible for pre- and post-meeting logistics. 

e Scribe: Captures the key points, ideas, and decisions that result from the meeting, ideally on a 
flip chart or white board. May also draft the minutes or post-meeting notes. 

e Contributor: Participates actively by offering ideas and helping keep the discussion on track. 

e Expert: Contributes expert knowledge on particular issues as requested. If not a regular member 
of the team, the expert may not always participate in other aspects of the meeting. 


A word about experts: Carefully define their role and brief them before the meeting about what input 
you want from them. And let them know about those aspects of the meeting in which they will not 
participate. 


Decide how many people to invite 


How many people should you invite? Consider using the 8-18-1800 rule: 
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e If you have to solve a problem or make a decision, then invite no more than eight people. Having 
more than eight people can cause more problems than it solves. 
e If you want to brainstorm, then you can go as high as 18 people; however, reaching consensus 
can prove difficult with this many participants. 
e If the purpose of the meeting is to rally the troops, then the more, the merrier. Go for 1,800—or 
more. 


For groups larger than four, increase the level of structure. And if you want everyone to participate in 
the process, consider breaking larger meetings into subgroups for segments of time. 


Plan the setting and location 


The objectives of a meeting also help determine its setting and location. Ask yourself the following: 


e What size room and what seating arrangement will best help you reach your objectives? For 
example, if you want to encourage the free exchange of information and opinions, an informal 
setting and seating arrangement are helpful. Arrange tables so you can see each other. Use 
round tables to de-emphasize hierarchy, or rectangular tables to stress structure. 

e What kinds of equipment—telephones, projectors, white boards, etc.—will you need? Make sure 
you test all equipment prior to the meeting, from the technical (computers, projection screens) 
to the traditional (pens, erasers). 


Do your homework 


What homework can you do before the meeting? 


e Collect relevant documents and data 

e Distribute other relevant information beforehand, especially if it can help shorten the meeting 

e Circulate the agenda you've created, including a statement of the purpose and objectives, a list 
of expected outcomes, and a suggested amount of time allotted for each issue 

e Talk to stakeholders about their opinions and objectives—let them know you are interested in 
their ideas 

e Encourage stakeholders to do their homework 

e Brief your manager and other senior managers who won't be at the meeting but who have an 
interest in its outcome 


Leadership Insight: Action items 


I'm a management consultant, and | manage meetings for other people, and | work with talent, 
and | do a lot of coaching. One of the things that | do when | work with my clients is that | make 
; sure that they have agendas. | make sure that we do premeeting work. | make sure that we do 
any kind of preorganization work that needs to happen for that meeting. We think about the 

_ time allocation. 


| We think about what we have to have done. We think about items that are responsible in terms 

: of "to do" items, and we make sure that those things are incorporated into a very tight and very 
straightforward agenda, and then we give everybody that agenda before the meeting happens. | 
: mean, that's kind of straightforward meeting management. It's kind of Meeting 101. 
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: Well, I'm the managing partner of a consulting firm called Cambria Consulting, and we work in 
talent, and we do lots of different things. We've got about 30 people, and when | became 

: managing director, which was about a couple years ago, | was responsible for running the 
meetings. | was responsible for running the staff meetings. And | was responsible for running the 
meetings of my colleague partners. 


i What | figured out was | just walked in the door for these meetings. I'd literally walk in the door 
and kind of have a vague idea of what was supposed to be happening. And we would all talk and 
things would be said, and then we'd all walk out the door and lots of things didn't happen. 


| | started thinking about what is going on here because the consistency and the kinds of things 
that needed to happen just weren't happening. | suddenly had this epiphany that, basically, | was 
; not doing what | did for my clients for my own firm. | wasn't thinking about the agenda in the 
way that | needed to think about it. | wasn't doing prework the way that | needed to think about 
: it. 


And most of all, | wasn't doing action items. | mean, if you want something to happen, you 

; actually have to articulate what it is that people have to do and who was going to do it and by 
when. It's pretty straightforward. | wasn't doing that. So, what we incorporated was agendas we 
: distributed beforehand. We had time allocations. 


| started thinking about my company like my client and — voila! We have organized, 

| straightforward meetings where we get a lot of things done, and we have action items that we 
end with that we start with at the next meeting. So, we assure that we actually have movement 
: and it works. 


When a meeting doesn't produce the results you want, the problem may be in your preparation. 


Ellen Kumata 
Managing Director, Cambria Consulting 


Ellen Kumata, Cambria's Managing Director and leader of Cambria's 
Coaching practice, has over 20 years of experience working with 
Fortune 500 companies and aligning HR systems to support business 
strategies. 


A recognized thought leader in executive coaching, Ellen has coached 
senior executives in prominent companies representing a wide variety 
of industries. Her clients include financial services management 
consulting, consumer products, insurance, manufacturing, publishing, 
and telecommunications companies, as well as NASA and other federal 
agencies. 


Before joining Cambria, Ellen was a principal at Hay/McBer, where she 
managed large-scale human resource consulting engagements. She was 
previously a tenured associate professor of business law at California 
State University, Stanislaus, and an assistant professor of business law 
at Michigan State University. 


Ellen holds a Bachelor of Arts in psychology from the University of 
Michigan, a J.D. from Wayne State University, and a Master of Science 
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in industrial relations and personnel management from the London 
School of Economics and Political Science. 


Activity: Have these managers done their homework? 


Identify what the manager must do next to prepare adequately for a meeting. 


7 Juan has created an agenda for his upcoming meeting on addressing a customer-service : 
: problem. He decided who should participate, selected the setting and location, and circulated the | 
agenda and pertinent reading materials to the intended participants. 


: Which of the following would not constitute another important step for him in preparing for the 
: meeting? 


Talk with stakeholders about their opinions of the problem and ask them what they hope 
to get out of the meeting 


Not the best choice. This actually would be a good step for Juan to take to further 
prepare for the meeting. 


Remind participants to review the agenda and accompanying reading materials before the 
meeting 


Not the best choice. This actually would be a good step for Juan to take to further 
prepare for the meeting. 


Clarify the purpose and expected outcomes of the meeting 


Correct choice. This would not constitute a next step in preparing for the meeting, 
because Juan would have clarified the meeting's purpose and expected outcomes while 
creating the meeting agenda. 


Seema is planning the setting and location for a meeting of her company's board of directors. 
She has visited the conference room and assured herself that there are enough seats for the 

| participants to be comfortable and that the table is oval, to de-emphasize hierarchy and 
promote discussion. As the meeting will include a guest lecturer during lunch, Seema verifies 

: that lunch will be delivered at the right time and that the menu will accommodate participants' 
dietary preferences. She even checks to make sure there are sufficient trash receptacles and 
that the nearest restrooms are clearly marked. Satisfied, Seema looks forward to the meeting's 
: SUCCESS. 


What mistake did Seema make in determining the setting and location for her meeting? 


She did not verify audio/visual equipment availability and functionality. 


Correct choice. Seema should have checked the availability and functionality of the 
room's audio/visual equipment and compared it to a list of the equipment required by the 
guest lecturer. 


She did not consider her attendee list carefully enough. 
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Not the best choice. Seema paid close attention to her attendee list—she knew the 
number of attendees to verify correct amount of seating, and she planned to 
accommodate participants' dietary preferences. 
She failed to consider the goals of the meeting when arranging seating. 


Not the best choice. Seema knew that one aim of the meeting was to share ideas. She 
selected a meeting room with a table that de-emphasized hierarchy so as to stimulate 
idea sharing. 


7 Yung is creating an agenda for an upcoming meeting. 


He lists the meeting topic—AquaQest SW100 Design Review, the meeting leader—Sophia 

| Sozecki, the Date and Time—March 19, 9.00am, the Location—upper level Conference room, 
and the meeting's objective—to review and approve proposed changes to the AquaQuest 

: SW100 design. He also makes a list of the attendees—Sophia Sozecki, Burt Halpert, Edy Tetlock, 
Virginia Joel, and Yung Kim. Then he indicates which attendee will be responsible for each item 

; on the meeting agenda. Sophia will review the Design goals, Burt will examine proposed design 
adjustments, Edy will review proposed design costs and timeline, and all the participants will 
decide which (if any) design adjustments to approve. Sophia will supervise this final item. 


2 Yung puts all this information on his meeting agenda. 


: What flaw does this agenda exhibit? 


The timeframe for the meeting is unclear. 


Correct choice. Although Yung listed the start time (9:00 a.m.), he should have also 
included timeframes for each agenda item. 


The responsibilities of the participants are unclear. 


Not the best choice. The agenda clearly designates the meeting leader and identifies who 
is in charge of each agenda item. 


The reason for holding the meeting is unclear. 


Not the best choice. Yung indicated the purpose and objective of the meeting—to review 
proposed changes to the AquaQuest SW100 design and approve final changes. 


Understand types of decision-making methods 
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If the purpose of the meeting is to make a decision, make sure this is clear to everyone in the room. 
Providing the participants with accurate information in advance will ensure the group reaches informed 
decisions. Also, make sure that all meeting participants are aware of how the decision will be made. 


Some groups make decisions based on a majority vote. Others require consensus: the agreement of all 
members to support the decision, even if they do not agree with the actual decision. Still other groups 
have the leader make all the decisions. Each approach has merits and disadvantages. 


A decision by the group 


Decisions can be made by a group through two methods: 


Voting by majority gives you a decision in a shorter period of time and is usually perceived as the 
fairest method. It may require that people take a public stand on an issue, which can put them in a 
win/lose situation. 


Group consensus means reaching a decision that everyone understands, can support, and is willing to 
help implement. Individual members may still feel that other options are preferable, but genuine 
consensus is established when all members come together around a particular course of action. 


So, how do you know when you have reached a genuine consensus? Comments such as the following 
can serve as a clue: 


e "| have my reservations about Option A, but | think it's the best way to go." 

e "Option A isn't my first choice, but | do believe it incorporates everyone's needs." 

e "| don't think Option A satisfies all our criteria 100%, but I'm prepared to implement it as fully as 
possible." 


Consensus is often more difficult to reach—and usually takes more time. It is nevertheless advisable in 
circumstances in which the necessary change requires complete understanding and buy-in from all 
parties, when it requires the expertise of an entire group to design, or when the group itself is well 
versed in the art of consensus decision-making. 


People are more likely to support a decision that has been reached by consensus. But the process 
often requires having a fallback position—an alternative in case a consensus cannot be reached within 
the time constraints. Thus, it's not practical to use consensus decision-making for emergencies. Nor 
does this method work well in situations in which the leader alone is accountable for the result. 


A decision by the leader 
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Decision by the leader is most effective when the leader alone is accountable for the result or when 
there is little time to make the decision without adverse impact—and if the members all understand 
that the leader is making the decision and why. An example would be a leader's announcing her 
decision to shut down an assembly line because of a recent notification of product contamination. Still, 
it's very important that all members feel that their views have been heard. 


When time allows for consultation with others before making a decision, a leader can either: 


e Gather input individually. This strategy is most useful when the decision requires the expert 
opinion of a few people, or when stakeholder interests are represented by a select few; or 

e Call a meeting to collect input. This strategy is more advisable when the decision is important to 
many, or when it provides an opportunity to create synergy, build common understanding, or lay 
the groundwork for implementation. 


Even when there is little time, try to let all meeting participants state their views so that they feel that 
they have been heard and matter in the decision-making process. 


Activity: Choose a decision-making method 


Gain familiarity with decision methods and when to use which method. 


Joe heads a team charged with selecting and installing a new customer database for his 
company. Members of the team each bring crucial expertise to the effort. The team had selected 
: one off-the-shelf application and had planned to begin installation. But one member discovered 
important new information suggesting that it would be better to custom-build the new database 

: instead of purchasing the off-the-shelf application. This change will have important implications 

for the rest of the project and will require everyone's expertise to implement. Joe calls a team 

| meeting to address the change. 


Which decision-making method should the team use during the meeting? 


Group consensus 


Correct choice. When implementing a change requires the expertise of an entire group, 
it's best to use the group-consensus decision-making method. 


Decision by the leader 


Not the best choice. The change that Joe's team is considering will require the expertise 
of his entire group to implement. Thus the team should use a decision-making method 
other than decision by the leader. 

Voting by majority 


Not the best choice. The change that Joe's team is considering will require the expertise 
of his entire group to implement. Thus the team should use a decision-making method 
other than voting by majority. 


: Claire is leading a meeting about staffing for an important client project. She knows that 
; choosing the individuals who will work on the project is critical to its success. Though she is 
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accountable for the final decisions about who will be on the project team, she also wants to 
| gather everyone's input. 


: What should she say to open the meeting? 


Hi everyone. Thanks for coming. As you probably know, we're here to discuss the new 
Evergreen contract. This project's success is critical for meeting our goals this year. I'd like 
to take this time to outline the roles needed for the project and explore ideas for staffing. 


Not the best choice. This statement is too vague. It doesn't clearly convey the fact that 
Claire will be making the final decisions about who will be on the project team. 


Thanks again for coming. As you might have noted from the agenda, we're here to 
discuss staffing on the new Evergreen contract. You each have experience with a similar type 
of project. Although I'll make the final assignments, my choices will be based on your input as 
well as our resource allocations across the department. Ralph, what roles did your team 
members play on the Horizon project? 


Correct choice. This statement clearly communicates the fact that while the meeting 


participants will be providing input to Claire, she will make the final choices about who will 
be on the project team. 


Hello, everyone. Today we'll be sharing ideas on staffing for the new Evergreen contract. 
This project is complicated and will require a dedicated team for over a year. I'd like to hear 
from everyone before we decide whom to include on the team. 


Not the best choice. As the person accountable for the final decisions about who will be 
on the project team, Claire should use the "decision by the leader" method. This 


statement suggests that she will be using the group-consensus decision-making method 
instead. 


;: Vince wants to use the group-consensus decision-making method during a meeting in which his 
team will select the main theme of its spring advertising campaign. The team spends 30 minutes 
"brainstorming" ideas. Three themes win approval from multiple team members. After a second 

_ round of discussion, one of these themes is eliminated because of its similarity to that of a 

: competitor. Another theme is jettisoned because certain team members thought it had too 
much of a juvenile quality for the intended audience. That leaves one theme remaining. 


7 What should Vince say to continue leading this meeting? 


"Does anyone not feel comfortable with the theme we've selected?" 


Correct choice. This question invites everyone in the meeting to share any concerns they 
may have about the selected theme. When people voice their concerns, the group can 
address them to arrive at consensus. 


"| want to wrap this up as quickly but as fairly as possible." 


Not the best choice. Vince might say this if he was using the voting by majority decision- 
making method, not group consensus. This statement indicates that he is willing to trade 
uniform consensus for a generally (but not universally) approved decision. 


"Given that we're under extreme time constraints, | want to move ahead with the action 
plan." 
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Not the best choice. This statement suggests that Vince is using the decision-by-the- 
leader method, not group consensus. 


A few simple guidelines 
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Following a few simple guidelines will help you avoid some of the most common problems that turn 
meetings into nightmares. And it will win you notice for your meeting-management skills. 


e Begin the meeting on time. Starting over as people filter in will only reward their tardiness. 

e If participants don't know each other, allow time for personal introductions. 

e Hold a brief introductory discussion to make sure the group is clear about the agenda, 
objectives, and desired outcomes of the meeting—then make any necessary adjustments. If the 
agenda hasn't been set beforehand, build it "online" now. 

e Establish or review the ground rules—the behaviors and principles group members agree on to 
ensure a constructive meeting. 


Key Idea: What should the basic ground rules include? 


: Key Idea 


Ground rules, if clearly articulated and agreed upon, help foster participation in a meeting. So 
does the way you act as a leader and facilitator—creating an environment that encourages 

| people to contribute and keeping the discussion on track. The following basic ground rules can 
help you run an effective meeting: 


e Foster commitment to begin and end on time. 

e Agree on who may contribute to the agenda. 

e Agree on how decisions will be made. 

e Set a time limit on solving each problem or making each decision. Get approval from the 
group before going beyond the time allotted to a particular topic. 

e Clarify constraints that exist for any issue—for example, upper-management decisions or 
budget constraints that may limit the group's range of options. 

e Ask for everyone's participation and openness to new ideas. 

e Agree on how to handle conflicts. 
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e Identify the final decision-maker for each item. 
e Agree on how to follow up. 


Basic ground rules set the stage for active and productive participation during a meeting. 


Follow the agenda 


Keep the meeting focused, and do not be drawn into other irrelevant topics. When in the midst of a 
discussion, keep track of the issue and the time. You can summarize the meeting's progress and even 
highlight certain comments on a flip chart. 


When you sense intense interest in a particular issue, watch and listen for everyone who wants to 
contribute. Acknowledge these people with eye contact or a nod, or by saying, "Let's hear from Sue 
first, then Rob, and then Alicia." 


Keep the group on task by deciding when the group is coming to an agreement, recognizing it for all, 
and then moving on. 


Make sure people participate 


To make sure all viewpoints are heard: 


e Ask someone to play devil's advocate. 

e Ask for feedback on a particular discussion: What has been left out? Call on people who have not 
spoken up. 

e Especially for larger groups, break down into subgroups, and have each small group report back. 

e Don't be in a rush to vote or reach a decision. 

e To make sure everyone contributes, you may have to go around the room asking for each 
person's input. 


All points of view are valuable, but they don't all carry the same weight. When should the most senior 
person in the meeting speak, and how much time should she be given? The answer depends upon the 
purpose(s) of the meeting. It may make sense for a senior manager to get the meeting started by 
stating the purpose and objectives. Or, if hearing everyone's opinion is most important, and you're 
concerned about junior members keeping silent, you might ask the senior member to wait until 
everyone else has spoken. 


Even as you solicit everyone's opinion, it's important to keep the meeting focused. You can do this by 
summarizing and reviewing frequently, using the agenda and any ideas recorded on a flip chart. 
Highlighting transitions from one agenda item or objective to the next will also help to keep your team 
focused. 


Be aware of yourself as the leader 


http://gwiz4.gene.com/groups/Humres/development/managementor/20 1 !managementor/meeting_management/print_topic.html 19/60 


9/7/2016 Meeting Management 


The way you act creates an atmosphere that determines whether people are encouraged to contribute 
or would rather stay silent. Keep in mind the following: 


e Monitor your own level of participation to make sure you're not dominating the discussion. 

e Make it possible for quiet or shy people to contribute—control interrupters and dominators. 

e Be positive and encouraging about the things people say. 

e Intervene if a participant criticizes or attacks another member's contributions. 

e Highlight areas of agreement, thereby reinforcing what the group has in common and preventing 
the group from reverting to issues that have already been settled. 

e Record input on a flip chart as issues are discussed. You can use this information to develop the 
minutes of the meeting. 


Leadership Insight: The meeting climate 


Meeting management is always trickier than we think it is going to be. The first task, of course, 
is to make sure you have the right people at the meeting; that the people are there that can 

: make the decision, that the people are there that have the expertise, that the people are there 
| who are going to be impacted by the decision. 


The second thing of course is making sure that you actually hear from those people; and that is 
: always more difficult than we anticipate, as well. Your role as the leader of the meeting is to 
make sure that you really unleash the talents in the room and the perspectives in the room and 
harness those for the collective good. And that can mean amplifying differences and leveraging 
| those differences, again, for the collective good. 


One manager that | learned this lesson from was a manager [Iqbal] who, at one time, was a 

_ student leader of the anti-apartheid movement in South Africa. This man is an incredible leader. 

| And as Iqbal told me, he was taught by Nelson Mandela that one of the most important roles of 
a leader is to make sure that the minority voice is heard. It doesn't mean that you necessarily do 
what the minority voice thinks, but you need to make sure that it is heard. 


And so one of the things that Iqbal learned from that lesson is that, yes, you have to pay 
attention to what is your meeting agenda; you know, what is it that you want to talk about? But 
; you also have to pay a lot attention to, | guess what | will call it is the "meeting climate." You 
have to provide enough support in that meeting so that people will be safe to say what they 

: want to say, even when they know they are in the minority, or even when they know what they 
are going to say is very provocative or controversial. 
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And on the other hand, you need to create an environment in which people are very comfortable 
_ confronting each other, and they are willing to debate, and they are willing to disagree. 


Too often | meet managers who think that a sign of a good meeting is that it went smoothly, 

| that there was no disagreement. But creative and rigorous decision making always requires 
diversity, always requires conflict. Your job is not to minimize conflict. It, frankly, is to amplify it 
' and leverage it constructively. 


A successful meeting makes room for diverse opinions and disagreement. The manager's job is to 
leverage conflict constructively. 


Linda A. Hill 
Professor, Harvard Business School 


Linda A. Hill is the Wallace Brett Donham Professor of Business 
Administration at Harvard Business School. She is the faculty chair of 
the Leadership Initiative and has chaired numerous HBS Executive 
Education programs, including the Young Presidents’ Organization 
Presidents' Seminar and the High Potentials Leadership Program. 


She is a former faculty chair of the Organizational Behavior unit. Linda 
was course head during the development of the new Leadership and 
Organizational Behavior MBA required course. 


She is the author many articles and titles including "Becoming a 
Manager: How New Managers Master the Challenges of Leadership." 
Linda has authored many articles for Harvard Business Review and is a 
contributor to the Harvard Business School Publishing series on 
"Managing Up," "Hiring," and "Becoming a New Manager." 


Professor Hill's consulting and executive education activities have been 
in the areas of managing change, managing cross-organizational 
relationships, implementing global strategy, innovation, talent 
management, and leadership development. Organizations with which 
she has worked include General Electric, Reed Elsevier, and IBM. 


She completed a postdoctoral research fellowship at Harvard Business 
School. Linda received her Bachelor of Arts in psychology from Bryn 
Mawr College, and both her Master of Arts in educational psychology 
and doctorate in behavioral sciences from the University of Chicago. 


Key Idea: Listen actively to diagnose the problem 


Key Idea 


Even if you've followed the simple guidelines for conducting an effective meeting, problems will 
| inevitably arise. At critical junctures, groups may get stuck or confused, fall silent, or fail to 
address a problem directly. And yes, sometimes open conflict breaks out. None of these events 
should cause you to lose your composure—if you are prepared to meet them with appropriate 
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_ intervention techniques. But before you can intervene effectively, you need to be able to 
_ diagnose the problem—which boils down to being an active listener. 


: An active listener pays attention to and responds to what the participant is saying, both verbally 
: and nonverbally. An active listener considers: 


e What is the person describing? 

e How is the person feeling? 

e Where in her remarks does the person place emphasis or energy? 
e What grabs and holds the person's interest or attention? 

e What kinds of words, metaphors, or images does the person use? 
e What does the person's body language communicate? 


For example, if Tom has his arms tightly folded across his chest, he may be holding in 
comments that need to be shared. Or if the usually quiet Breta is waving her hands while 
talking, she probably cares deeply about her point. 


: Using intervention techniques for typical problems can help you get a meeting back on track. 


Your meeting has gone off track. Active listening can help you get it back on the rails. 


If participants arrive late or leave early 


e Consistently begin and end meetings on time. 

e Find out what the underlying causes for the behavior may be, if possible. 

e Give the person a job to do during the meeting. 

e At the beginning of the meeting, ask the group if everyone can stay until the designated end 
time. If not, consider adjusting the length of the meeting. 

e After the meeting and in private, ask the person why he missed part of the meeting. 


If a few participants dominate the discussion 


e If you are standing, walk closer and closer to them. 

e Thank them for their input, and call on someone else. 

e Ask the group to change roles so that the quiet people speak up and those who have been 
talking remain silent for a while. 

e |f some participants finish other people's sentences, ask them to let other people speak for 
themselves. 
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e For chronic interrupters, during a break, ask them to jot down their thoughts and wait until there 
is a pause to contribute them. 


If the group gets stuck or confused 


e Ask the group what's going on. Remind the group where it is on the agenda and what the specific 
objectives are (point to the flip chart or white board). 

e Remove the obstacle if possible. See if the group is stuck because it lacks sufficient information 
or clarity about the task or about how to proceed. 

e Revisit any issues. Ask the group if it's ready to move on or if there is a key point or issue that 
has not been raised. 

e Suggest a short break. After taking a break, return to the topic at hand, or move it to a later 
position in the agenda or to another meeting. 


If the group falls silent 


e Let it be silent for a minute. 

e Check out what's happening, what people are thinking. 

e Ask people if they would like you to clarify something. 

e Ask them if you are unaware of a key point or issue or if you have caused some confusion. 
e Wait before giving them a suggestion. Don't fill in the silence too quickly. 

e Make sure your behavior is not the problem. 

e Break into smaller groups to encourage more participation. 


If participants aren't addressing an issue directly 


e Find out how long the unaddressed issue has existed, who is involved, and what the 
consequences are. 

e Be sure to thank a person if he or she brings up a controversial or different viewpoint. Reinforce 
the idea that constructive contention is often the key to getting the best answers. 

e Let the group know how important it is to bring up all options, concerns, and issues, even if they 
are difficult to raise. 

e Reassure participants that you will not "shoot the messenger." Follow through with your promise, 
or you will lose credibility. 


If the group keeps repeating points 


e Keep track of ideas on a flip chart or white board. Be sure to confirm your understanding of the 
ideas presented. 

e When someone begins to repeat an already listed idea, point to the chart or board and ask 
something like, "Have we got that point here? Is there something new you want to add?" 


If conflict arises 
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Call a halt to any bickering. 

Let members know that it's all right to be passionate, but ask people who are unable to control 
their tempers to deal with their issues outside the meeting room. 

Reaffirm the norms for behavior that have been agreed upon. 

Focus on the substance of ideas or opinions—not on the contributor's personal style or status in 
the organization. 

Encourage members to keep their comments positive and constructive and to try to see all sides 
of a contentious issue. 

Keep members from evaluating ideas too quickly. For example, when members seem to be 
touchy about each other's suggestions, one thing you can Say is, "Now there's an idea. Let's not 
evaluate it just yet. Just let me write it down and add others later." 

Use probing questions to steer members away from entrenched positions and to help uncover 
the underlying issues. 

As a last resort, ask contenders to leave the meeting. 


Understand your multiple roles 


Tact is the art of making a point without 
making an enemy. 
-Howard W. Newton 


As a meeting leader, you must be prepared to fill numerous roles during a meeting to address the 
many types of challenges that can arise. Depending on the dynamics at work within the group, you 
must sometimes perform the duties of: 


Gatekeeper: ensuring that the agenda is followed, that everyone who wants to speak gets the 
opportunity to do so, and that no one dominates. 

Devil's advocate: challenging a consensus that may be emerging prematurely, that is, without 
sufficient thought. 

Consensus builder: spotting and highlighting areas of agreement among members. 
Cheerleader: giving genuine praise to members where it is due. 

Joker: relieving tension and reminding members of common bonds. 


Activity: Fix a problematic meeting 


Identify which strategies you would use to address different problems that could crop up during a 
meeting. 
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John and Mary have begun dominating a meeting. 


Give the individual(s) a job to do during the next meeting. 

Not the best choice. Giving John and Mary a more prominent role during the next meeting 
might encourage them to continue dominating discussions. 

Walk closer and closer to the individual(s) creating the problem. 

Correct choice. Your physical proximity will remind them of your presence and role as 
arbiter while positioning you to listen actively or intervene. 

Break the group into smaller teams. 


Not the best choice. Breaking the group into smaller teams might serve as damage 
control, but will not prevent John and Mary from continuing to dominate the discussion 
within their small groups. 


Use a flip chart to record ideas without discussing each as it arises. 
Not the best choice. Using a flip chart will not address John and Mary's behavior. 


Focus on the substance of ideas or opinions, not their contributors' personal style or 


status in the organization. 


Not the best choice. Focusing on John and Mary's ideas and opinions will not address the 
issue that they are dominating the meeting and preventing other attendees from being 
heard. 


Take a short break and then return to the topic at hand. 


Not the best choice. Taking a break will not address John and Mary's behavior. They 
might use the break to influence other group members regarding their point of view. 


: Tim has arrived late at the past three staff meetings. 


Give the individual(s) a job to do during the next meeting. 

Correct choice. Giving Tim a job will remind him in a nonconfrontational way that you 
need his full participation for the duration of the meeting. 

Walk closer and closer to the individual(s) creating the problem. 

Not the best choice. Walking near to Tim after he walks in late might make him 
uncomfortable. This would not be a straightforward way of dealing with his tardiness. 
Break the group into smaller teams. 

Not the best choice. Breaking into small groups would not communicate to Tim that you 
need his full participation for the duration of the meeting. 

Use a flip chart to record ideas without discussing each as it arises. 

Not the best choice. Using a flip chart will not communicate to Tim that you need his full 
participation for the duration of the meeting. 


Focus on the substance of ideas or opinions, not their contributors' personal style or 


status in the organization. 


Not the best choice. Focusing on ideas will not communicate to Tim that you need him to 
arrive at the meeting on time. 
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Take a short break and then return to the topic at hand. 


Not the best choice. Taking a break after Tim walks in late will not communicate that you 
need his full participation for the duration of the meeting. 


: Meeting participants have fallen silent. 


Give the individual(s) a job to do during the next meeting. 


Not the best choice. Handing out tasks at this moment might cause the attendees to feel 


put on the spot. This approach does not address the stagnant atmosphere that has 
allowed them to fall silent. 


Walk closer and closer to the individual(s) creating the problem. 


Not the best choice. Walking near to participants who have fallen silent will not help them 
to be comfortable speaking. 


Break the group into smaller teams. 
Correct choice. Creating smaller groups can encourage more participation. 


Use a flip chart to record ideas without discussing each as it arises. 
Not the best choice. Using a flip chart will not change the atmosphere in the meeting 
enough to encourage more participation. 


Focus on the substance of ideas or opinions, not their contributors' personal style or 
status in the organization. 


Not the best choice. The problem is that no ideas are being expressed, so focusing on 
ideas would not be an effective strategy. 


Take a short break and then return to the topic at hand. 


Not the best choice. While well-placed breaks do keep participants energized, a break 


might not encourage more participation if participants return to the same stale 
atmosphere afterwards. 


: Some participants react negatively to suggestions being made. 


Give the individual(s) a job to do during the next meeting. 


Not the best choice. Assigning tasks would not address the need for a change in the 
format of the discussion. 


Walk closer and closer to the individual(s) creating the problem. 


Not the best choice. Walking near to participants who are expressing negative views 


would not adequately address the situation. A change in the format of the discussion is 
needed. 
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Break the group into smaller teams. 


Not the best choice. Breaking into smaller groups will not address the problem of 
negative reactions. 


Use a flip chart to record ideas without discussing each as it arises. 


Correct choice. By recording ideas without evaluating them, you can mitigate any conflict 
that has arisen. 


Focus on the substance of ideas or opinions, not their contributors' personal style or 
status in the organization. 


Not the best choice. Focusing on ideas would not be an effective strategy in this 
situation, since it would only amplify negative reactions. 


Take a short break and then return to the topic at hand. 


Not the best choice. Taking a break at this point could further damage the atmosphere of 


the meeting, since participants might continue to spread their negativity during the 
break. 


The meeting has reached an impasse—participants are irritated and unproductive. 


Give the individual(s) a job to do during the next meeting. 


Not the best choice. Assigning tasks will not address the atmosphere of stagnation and 
irritation that is preventing further progress. 


Walk closer and closer to the individual(s) creating the problem. 


Not the best choice. Walking near to meeting attendees will not address the atmosphere 
of stagnation and irritation that is preventing further progress. 


Break the group into smaller teams. 


Not the best choice. Meeting participants will not be able to engage effectively in small 
groups if their need for a break is not met. 


Use a flip chart to record ideas without discussing each as it arises. 


Not the best choice. Using a flip chart will not address the atmosphere of stagnation and 
irritation that is preventing further progress. 


Focus on the substance of ideas or opinions, not their contributors' personal style or 
status in the organization. 


Not the best choice. Meeting participants will not be able to focus on the substance of 
ideas and opinions if their need for a break is not met. 


Take a short break and then return to the topic at hand. 


Correct choice. Taking a short break can revive participants so that they can productively 
revisit the topic at hand. 
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2 Your meeting group comprises varied ranks and job roles; some suggestions aren't being taken 
| seriously by everyone. 


Give the individual(s) a job to do during the next meeting. 

Not the best choice. Assigning tasks will not remind everyone that all attendees were 
invited because they have potentially valid ideas. 

Walk closer and closer to the individual(s) creating the problem. 

Not the best choice. Walking near to the offending participants will not remind everyone 
that all attendees were invited because they have potentially valid ideas. 

Break the group into smaller teams. 

Not the best choice. Breaking into smaller groups will not address the fact that some 
participants' ideas are not being valued. 

Use a flip chart to record ideas without discussing each as it arises. 


Not the best choice. Using a flip chart may be part of the solution in this instance, since 
it would send the message that the aim of the meeting is to gather and evaluate options 
and information. However, a flip chart alone would not adequately address the fact that 
some attendees’ contributions are not being valued. 


Focus on the substance of ideas or opinions, not their contributors' personal style or 
status in the organization. 


Correct choice. This will send the message that the aim of the meeting is to gather and 
evaluate options and information, and will remind everyone that all attendees were 
invited because they have potentially valid ideas. 

Take a short break and then return to the topic at hand. 


Not the best choice. Taking a break will not address the fact that some participants’ 
contributions are not being valued. 


When to end 
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Knowing when, and how, to end a meeting can help you galvanize team members to carry out the 
agreed-upon plan of action. 


What if the group is having trouble reaching closure on the last item of business, or people get up and 
start to leave before you are finished? These should be interpreted as warning signs that it may be 
time to wrap things up. 


These warning signs are often linked to time overruns. The following advice will help you prevent 
meetings from running beyond the agreed-upon time, and will earn the undying gratitude of your 
colleagues. 


e Make a commitment to end on time. 

e Keep track of the time, or ask a group member to be a timekeeper. Periodically remind the group 
of the time remaining and the agenda items they have left to cover. Prioritize or postpone some 
items if time is running out. 

e If more time is needed for certain items, gain the group's agreement to run overtime, or schedule 
another meeting to continue the discussion. 


And remember, it's fine to end a meeting early. If all the objectives have been achieved, people seem 
too restless, or if a heated conflict arises that only a separation will dampen, be astute—these are all 
signs that it's probably a good idea to wrap up. 


How to end 


To end a meeting: 


e Restate or summarize what's been accomplished, any key points or decisions, and explain how 
they will be communicated to stakeholders. 

e Clarify what happens next and reinforce the importance of the action items and communication 
plan. 

e Emphasize the importance of everyone's viewpoints and ideas. 

e Schedule another meeting, if appropriate. 

e Ask the group to help evaluate the meeting and get ideas for what to do better at the next 
meeting. 


Once you have finished, be sure to thank everyone for participating. 


Key Idea: Develop an action and communication plan 


Key Idea 


Often the most overlooked step in running a meeting is ensuring that action is taken after the 
| meeting adjourns. This is especially troublesome to stakeholders who were absent from the 

| meeting. Meetings that end without an action and communication plan have no life outside the 
meeting room. Following up carefully and thoroughly can make the meeting, and subsequent 

_ ones, a success. 


: An action and communication plan should have three elements: what, who, and when. 
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e What specific decisions and outcomes resulted from the meeting and what tasks need to 
be done as a result of the meeting? 

e Who has responsibility for these tasks? If meeting participants voluntarily commit to 
specific actions, it is more likely they will complete those tasks. 

e When must the tasks be completed? Keeping participants realistic about the schedules 
they commit to helps ensure that tasks actually get carried out. 


An action and communication plan provides closure and a sense of accomplishment for the 


participants. After the meeting, develop your action and communication plan. Then send it with a i 


_ follow-up memo to all meeting participants. Also send the plan and memo to people who were 
; not at the meeting but who need to be informed. Your action and communication plan alerts all 
: stakeholders to key decisions and ensures that all have heard the same message or information. 


Your meeting produced great decisions. Now make sure they get carried out. 


Create a follow-up memo 


The best follow-up memo is based on the points recorded on the flip chart or white board and the 
notes you or the scribe took during the meeting. It needs to be written so that someone who wasn't 
there can understand what happened. It covers: 


Attendees 

Meeting objectives 

Key topics discussed 

Key decisions made 

Next steps or action plan 

Date of next meeting or follow up 

A thank-you to those who participated 


A follow-up memo for a problem-solving meeting might also include: 


Definition of the problem 
Method of analysis 
Alternatives 

Criteria for deciding 

The decision 

What will happen next 
Expected outcomes 


Evaluate the meeting's effectiveness 


To evaluate the meeting's effectiveness, follow up with people who either were dissatisfied at the 
meeting or did not contribute much. This will help you get feedback about the meeting and its 
processes, or at the very least, help repair workplace relationships. 


How do you know if your meeting has been effective? Judge by the results: 


e Were the appropriate people there? 
e Did the group work well together? 
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e Did the meeting accomplish its objective(s)? 


Face-to-face-or virtual? 


The best meetings are face-to-face. When highly contentious matters are at stake, or when the topics 
are emotional or sensitive in nature, face-to-face meetings are the only ones that will do. However, the 
reality of the business world today is that more and more meetings are conducted, not around a 
conference table, but through technological means, making these meetings virtual in nature. By and 
large, the same rules apply to these virtual meetings that apply to face-to-face ones. Nevertheless, 
there are some differences that you need to be aware of. 


Videoconferencing 


Videoconferencing is an option that allows colleagues who work in diverse locations to "meet" without 
leaving their offices. However, videoconferencing can be complicated and typically requires the help of 
people with technical skills. For basic video, each participant needs the appropriate computer, camera, 
microphone, software, and Internet connection. Unfortunately, systems from different vendors aren't 
always compatible with different computers. 


That said, if you have compatible equipment, videoconferences are useful in situations where the 
parties have already met and established trust—but they are not ideal for initial meetings. Once people 
have worked together and established a rapport, videoconferences can provide a timesaving means of 
tying together remote team members for regular meetings. 


Audioconferencing with Internet support 


If you have to tie remote participants together, and you need to exchange some visual material or data 
in real time, an audioconference with Internet support can be an attractive alternative to 
videoconferencing. If you do have lots of data to exchange, ensure that all parties have high-speed 
Internet connections, or else frustrating delays will keep some participants out of the loop. Test the 
connections thoroughly beforehand, and offer a quick tutorial to everyone at the beginning of the call 
if the software or Web site is unfamiliar to some. 


Webconferencing 
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The term "Webconferencing" can cover a wide range of possibilities, from simple slide sharing on a 
Web site to full streaming video. In general, the more bandwidth required, and the more complicated 
the transmission that's being attempted, the more likely things may not work perfectly. Test the 
technology extensively beforehand, and opt for the simplest possible connection. 


Overview 


This section provides interactive exercises so you can practice what you've learned. These exercises 
are self-checks only; your answers will not be used to evaluate your performance in the topic. 


Scenario 


Assume the role of a manager in a fictional situation and explore different outcomes based on your 
choices (5-10 minutes). 


Check Your Knowledge 


Assess your understanding of key points by completing a 10-question quiz (10 minutes). 


Scenario: Part 1 


: Part 1 


Lucy has recently been promoted to manager of the credit committee at PortFund, a commercial 
bank that provides loans to various businesses. The credit committee meets to evaluate each 

; loan application presented by PortFund's commercial lenders, and to decide whether to approve 

: the loan. 


: Lately, Lucy's supervisor has complained about how long the committee meetings take. He tells 
Lucy to "whip those folks and meetings into shape." 


: One day, Lucy receives a particularly detailed loan proposal. The applicant is a little-known : 
company with a complex financial structure. Lucy knows that a decision to extend the loan would 
; raise numerous logistical challenges for everyone involved. 


: She begins preparing for the upcoming application-review meeting—with an eye toward using the : 
; meeting time as efficiently as possible. 


How should Lucy best prepare for the meeting? 


e Prepare a flip chart with a list of potential problems to address 
during the meeting 


Not the best choice. 


Such a list might actually stifle discussion during the meeting. In a 
meeting like this one—in which the purpose is to make an 
important decision—it's better if participants take some time to 
collectively brainstorm questions, concerns, and ideas. That way, 
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the group will be more likely to generate a fuller list of solutions 
to any potential problems. 


e Distribute all the relevant information beforehand to the meeting 
participants 


Correct choice. 


Encouraging meeting participants to "do their homework" 
beforehand can help them use their time during the meeting most 
efficiently. In addition to handing out pertinent information before 
the meeting, Lucy could chat with participants ahead of time, 
letting them know she'll be interested in hearing their ideas during 
the meeting. She might also brief her own manager and other 
stakeholders who won't be at the meeting but who will have an 
interest in its outcome. 


e Put the tough issues first on the agenda, when committee 
members will be at their freshest 


Not the best choice. 


It's actually better to start off with less complex, easier questions 
early in the meeting, and then work up to the most challenging or 
controversial ones later. That way, participants can feel a sense 
of accomplishment and increased confidence about moving 
forward with the more difficult issues. However, this approach 
works only if the meeting facilitator ensures that people don't 
procrastinate on the tougher issues. 


Scenario: Part 2 


| Part 2 


, After her preparations, Lucy schedules the meeting and sends out the agenda and other 
pertinent information ahead of time to all the participants. 


The day of the meeting arrives. Lucy stands at the head of the table, jotting important points 
: and information on a white board. As the group gets into the more complicated aspects of the 
decision, a committee member, Beth, keeps bringing the conversation back around to one 

| particularly thorny issue. After a while, Lucy notices several participants rolling their eyes at 
each other, and others begin to frown in frustration. 


Lucy is worried that if the group gets hung up on this one issue, participants won't have time to 
; address other important concerns. But she's unsure what to do. 


What should Lucy do to help move the meeting forward? 
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e To alert Beth to her concern about the loss of forward 
momentum in the meeting, she should stroll closer to Beth as 
she's talking. 


Not the best choice. 


Though this tactic can be effective when one or more individuals 
are dominating a discussion, it's not as helpful when a group is 
stuck on a particular agenda item. It's good to make sure no one 
dominates during a meeting, but Lucy needs to find a different 
strategy for moving the discussion forward again. 


e To ease participants’ frustration, she should suggest a short 
break and then encourage participants to address the next 
agenda topic when they reconvene. 


Correct choice. 


This approach can be very helpful if a group either gets stuck on 
one agenda item or becomes confused. By initiating a break, Lucy 
can draw committee members' attention away from the issue it's 
stuck on. When the participants reconvene, they'll be more 
capable of turning their attention to the next agenda item. 


e To distract attention away from the one issue, she should invite 
participants to break into smaller discussion groups and then 
reconvene as one group. 


Not the best choice. 


Although this tactic is valuable when a group falls silent and can't 
seem to revive the discussion, it won't help Lucy's committee 
members "get unstuck." Instead of breaking into smaller 
discussion groups and reconvening, she should suggest a short 
break. That way, participants can put the one issue behind them 
and move on when they reconvene. 


Scenario: Part 3 


Part 3 


: By moving the discussion forward, Lucy has helped the group arrive at a decision: to approve the 


: loan. But there's still a lot of work ahead to manage implementation of the decision. This is a 
; risky loan, and it's essential that each committee member play his or her part. 


7 Lucy wants to make sure that everyone involved in the meeting follows up on the various tasks 
| they agreed to—especially the most critical ones. 


: She knows she should send a memo to the meeting participants briefly summarizing the group's 
| decision. However, she wants to do more to ensure that key tasks get done. But what? 
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What else should Lucy do to ensure follow-up on critical tasks? 


e Contact each participant in person or over the phone and gain his 
or her spoken commitment to implementing the tasks he or she 
agreed to 


Not the best choice. 


A verbal promise to implement a task doesn't generate as strong 
a commitment to follow through as does detailed, written 
documentation of the agreed-upon tasks. Lucy should prepare a 
post-meeting action and communication plan and send it to all the 
meeting participants. Such a plan provides closure and a sense of 
accomplishment for participants. It also alerts all stakeholders to 
key decisions and helps ensure that everyone has heard the same 
message or information. 


e In her post-meeting memo, add sections listing the agreed-upon 
tasks, those responsible for them, and the deadlines for 
completion that the group decided on 


Correct choice. 


To prepare such an action and communication plan, ask yourself 
these four questions: "What did we decide?" "What tasks need to 
be done as a result?" "Who will do what?" "When must the 
agreed-upon tasks be completed in order for the decision to be 
successful?" In scheduling task completion, keep deadlines 
realistic. That way, people will be more likely to commit to the 
timeline. 


e Ask each participant to send an e-mail to the group, documenting 
the tasks he or she took on, so everyone knows what needs to 
happen and who's going to do it 


Not the best choice. 


Though such an e-mail may be helpful, Lucy should first send an 
action and communication plan to all meeting participants. This 
plan documents the "what, who, and when" decisions made 
during the meeting. Lucy should also send copies of the plan to 
anyone who was not at the meeting but who needs to be 
informed of the outcome. 


Scenario: Conclusion 


: Conclusion 
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Lucy sends out her action and communication plan, and the committee members begin handling 
the tasks they had agreed to during the meeting. The loan implementation process proceeds 
; smoothly, and PortFund gains a promising new customer. Meetings of all kinds are essential to 
any business. However, they're often inefficient and unproductive. For all meetings, prepare 
: yourself and other participants by distributing the agenda and relevant information beforehand. 
During the meeting, ensure that the group doesn't get stuck for too long on one agenda item. 
| Finally, follow up a meeting with an action and communication plan. Together, these three steps 
can help you lead valuable meetings in which participants turn sound ideas and decisions into 
_ effective action for your company. 


Activity: Check Your Knowledge: Question 1 


Everyone agrees that it's important to keep a meeting as short as possible to achieve the meeting's 
objectives. To be more precise, what is the suggested reasonable time range to consider for a small 
group business meeting? 


e 30 minutes to no more than three hours (with at least one break if over an hour) 
Not the best choice. 


Three hours is too long for a small group business meeting. The suggested reasonable time range 
is 30 minutes to two hours. Participants should know how much time is needed and should be 
polled to see if the planned time will work for everyone. 


e As short as possible, with a maximum of four hours (with a break, if over two hours) 
Not the best choice. 


Four hours is too long for a small group business meeting. The suggested reasonable time range 
is 30 minutes to two hours. Participants should know how much time is needed and should be 
polled to see if the planned time will work for everyone. 


e Plan on 30 minutes to two hours 
Correct choice. 


Plan on 30 minutes to no more than two hours for a small group business meeting. Tell the 
participants beforehand how long the meeting is planned for and then review the planned length 
at the meeting again and seek understanding of the time commitment. 


Check Your Knowledge: Question 2 


As you create a meeting agenda, you have an opportunity to sequence the items for discussion. Which 
one of the following is not a suggested way to sequence meeting discussion topics? 


e Sequencing from the most straightforward to the most controversial or complex issues 
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Not the best choice. 


Going from the most straightforward to the most controversial or complex issues actually is one 
of the suggested ways to sequence items for a meeting. This method gives participants time to 
build the group dynamic. What is not a suggested way to sequence is to address the most 
controversial issues first and then move to the least controversial. 


e Separating information-sharing from problem-solving items 
Not the best choice. 


Separating information-sharing from problem-solving items actually is one of the suggested ways 
to sequence items for a meeting. That's because grouping similar items together makes good 
common sense. What is not a suggested way to sequence is to address the most controversial 
issues first and then move to the least controversial. Instead, you should move from least 
controversial to most controversial, to give participants time to build the group dynamic. 


e Addressing the most controversial to least controversial (to allow enough time) 
Correct choice. 


Discussing the most controversial topics first is not a suggested method. It is better to start 
with a few easy issues first, then work up to the most complex ones. Address complex or 
controversial topics when members are at their clear-headed best. Items that are likely to 
generate a lot of reaction might be better considered after most other business has been 
handled. 


Check Your Knowledge: Question 3 


Suggested tips for opening a meeting are beginning on time, going over the agenda topics and meeting 
objectives (and adjusting them if need be), and then reviewing or setting "ground rules" for the 
meeting. Which of the following is the best definition of ground rules? 


e Ground rules are the informal vote taken (in a small group) to limit the agenda items to those 
agreed on in the previous step. 


Not the best choice. 


While ground rules may include an agreement to vote on limiting the agenda items, this isn't the 
best definition of the term. Ground rules are the behaviors and principles the group members 
agree on to ensure a constructive meeting. These could include setting a limit on discussion time 
for each topic, agreeing on ways to handle conflicting ideas or opinions, or making a commitment 
to begin and end on time. 


Clarifying the ground rules at the beginning of a meeting frees members to focus on the topics 
and may prevent misunderstandings. 


e Ground rules are the behaviors and principles the group members agree on to ensure a 
constructive meeting. 


Correct choice. 
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Ground rules are the behaviors and principles the group members agree on to ensure a 
constructive meeting. These could include setting a limit on discussion time for each topic, 
agreeing on ways to handle conflicting ideas or opinions, or making a commitment to begin and 
end on time. 


Clarifying the ground rules at the beginning of a meeting frees members to focus on the topics 
and may prevent misunderstandings. 


Ground rules refers to a set of principles that dictate that all decisions must be made by majority 
vote. 


Not the best choice. 


While ground rules may include an agreement on how decisions will be made, this isn't the best 
definition of the term. Ground rules are the behaviors and principles the group members agree on 
to ensure a constructive meeting. These could include setting a limit on discussion time for each 
topic, agreeing on ways to handle conflicting ideas or opinions, or making a commitment to begin 
and end on time. 


Clarifying the ground rules at the beginning of a meeting frees members to focus on the topics 
and may prevent misunderstandings. 


Check Your Knowledge: Question 4 


In many meetings, a wide range of ideas and opinions may be expressed. What is the best strategy for 
keeping track of ideas expressed and decisions made during a meeting? 


e Record the key points on one or more flip charts or a white board and keep them visible for the 


entire meeting. 
Correct choice. 


Recording key points or issues on a flip chart or white board and keeping them visible during the 
entire meeting creates a focal point for the members and ensures that each individual agrees 
with what's there. It also minimizes the tendency to repeat points that have already been made. 


For each topic, appoint a recorder to take notes and track the discussion on a notepad. Then, 
have the recorder summarize the ideas and decisions periodically on a flip chart or white board. 
Keep these topic summaries visible only while a topic is under discussion to avoid confusing 
meeting attendees. 


Not the best choice. 


This method is too complex and therefore is not the best strategy for keeping track of ideas and 
decisions. Instead, someone should record the key points on one or more flip charts or a white 
board and keep them visible for the entire meeting. Recording key points or issues on a flip chart 
or white board and keeping them visible during the entire meeting creates a focal point for the 
members and ensures that each individual agrees with what's there. It also minimizes the 
tendency to repeat points that have already been made. 
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e Appoint a recorder to take notes and track the discussion; ask him or her to summarize as 
needed, and then send out the minutes as soon as possible after the meeting. 


Not the best choice. 


This method does not provide a visual focal point for meeting participants and therefore is not 
the best strategy for keeping track of ideas and decisions. Instead, someone should record the 
key points on one or more flip charts or a white board and keep them visible for the entire 
meeting. Recording key points or issues on a flip chart or white board and keeping them visible 
during the entire meeting creates a focal point for the members and ensures that each individual 
agrees with what's there. It also minimizes the tendency to repeat points that have already been 
made. 


Check Your Knowledge: Question 5 


Imagine you are conducting a meeting around a topic that you know is controversial. For some reason, 
only one point of view about the topic has been raised. You know there are other perspectives and 
that they need to be heard. Which one of the following is not a suggested strategy to elicit different 
points of view? 
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e Ask someone to play devil's advocate. 
Not the best choice. 


Asking someone to play devil's advocate actually is a viable strategy for developing a range of 
perspectives on a topic. The choice that is not suggested is advancing the differing perspectives 
yourself. 


e Call on those who have not contributed. 
Not the best choice. 


Calling on those who have not contributed actually /s a viable strategy to develop a range of 
perspectives on a topic. The choice that is not suggested is advancing the differing perspectives 
yourself. 


e Break the group into pairs or trios and have each group report back. 
Not the best choice. 


Breaking the group into pairs or trios and having them report back actually js a viable strategy to 
develop a range of perspectives on a topic. The choice that is not suggested is advancing the 
differing perspectives yourself. 


e Note aloud that there are other perspectives the group needs to consider before voting; describe 
the other perspectives yourself. 


Correct choice. 


Giving the other perspectives yourself is not one of the suggested ways to elicit all points of 
view. Instead, you should find ways to encourage meeting participants to share their own 
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viewpoints. You can do that by asking someone to play devil's advocate, calling on those who 
have not contributed, and breaking the group into pairs or trios and having each group report 
back. 


Check Your Knowledge: Question 6 


When it's time to make a decision, a group can vote, reach consensus, or have the leader make the 
decision. Which of the following decisions would best be made by group consensus? 


e Recalling defective tires 
Not the best choice. 


Since arriving at consensus is often time-consuming, it would not be an appropriate decision- 
making approach for actions that are considered time-sensitive or emergency decisions, such as 
recalling defective tires. 


The correct answer is "Setting a policy on corporate responsibility." Consensus is a common 
decision-making approach used to define important policies and standards that are not 
particularly time-sensitive. Consensus decision making is advisable in circumstances in which the 
necessary change requires complete understanding and buy-in from all parties, or when the 
decision relies on the expertise of an entire group. 


e Setting a policy on corporate responsibility 
Correct choice. 


Consensus is a common decision-making approach used to define key policies and standards. 
While reaching consensus is often time-consuming, it is nevertheless advisable in circumstances 
in which the necessary change requires complete understanding and buy-in from all parties, or 
when the decision relies on the expertise of an entire group. 


e Canceling an international golf tournament due to hurricane threats 
Not the best choice. 


Since arriving at consensus is often time-consuming, it would not be an appropriate decision- 
making approach for actions that are considered time-sensitive or emergency decisions, such as 
canceling a golf tournament due to hurricane threats. 


The correct answer is "Setting a policy on corporate responsibility." Consensus is a common 
decision-making approach used to define important policies and standards that are not 
particularly time-sensitive. Consensus decision making is advisable in circumstances in which the 
necessary change requires complete understanding and buy-in from all parties, or when the 
decision relies on the expertise of an entire group. 


Check Your Knowledge: Question 7 
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Constructive conflict can be a key to getting the best answers to important questions during a 
meeting. However, personality clashes and bickering are definitely not constructive. To encourage 
productive debate and discussion, you need to reinforce positive guidelines. Which one of these 
reinforcers is not a way to encourage constructive discussions? 


e Emphasizing that people should bring up contentious viewpoints, and that every viewpoint is 
important 


Not the best choice. 


Emphasizing that people should bring up contentious viewpoints and that every viewpoint is 
important actually is a way to encourage constructive discussions. The choice that is not correct 
is to state that if you believe the discussion has gotten personal, you have the authority to tell 
the involved parties to leave. Imposing the kind of authority that enables you to order anyone at 
the meeting to leave is a misuse of authority among colleagues. However, it's appropriate to 
suggest that two people who are unable to control their tempers deal with their opinions outside 
the meeting room. 


e Stating that if you, as leader, believe the discussion has gotten personal, you have the authority 
to tell the involved parties to leave 


Correct choice. 


It's okay to suggest that two people who are unable to control their tempers deal with their 
opinions outside the meeting room. However, you should not impose the kind of authority that 
enables you to order anyone at the meeting to leave. That's a misuse of authority among 
colleagues. 


e Explaining that expressing viewpoints in passionate terms is okay 
Not the best choice. 


Explaining that expressing viewpoints in passionate terms is okay actually is a way to encourage 
constructive discussions. The choice that is not correct is to state that if you believe the 
discussion has gotten personal, you have the authority to tell the involved parties to leave. 
Imposing the kind of authority that enables you to order anyone at the meeting to leave is a 
misuse of authority among colleagues. However, it's appropriate to suggest that two people who 
are unable to control their tempers deal with their opinions outside the meeting room. 


e Emphasizing that people should not make negative, personal, or unprofessional comments about 
others 


Not the best choice. 


Emphasizing that people should not make negative, personal, or unprofessional comments about 
others actually is a way to encourage constructive discussions. The choice that is not correct is 
to state that if you believe the discussion has gotten personal, you have the authority to tell the 
involved parties to leave. Imposing the kind of authority that enables you to order anyone at the 
meeting to leave is a misuse of authority among colleagues. However, it's appropriate to suggest 
that two people who are unable to control their tempers deal with their opinions outside the 
meeting room. 
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Check Your Knowledge: Question 8 


Meetings that end without an action and communication plan produce no action outside the meeting 
room. What are the three elements of an action and communication plan that are required to ensure 
effective follow-up? 


e What/why specific decisions were made, including the supporting ideas. 
Who has assumed responsibility for following up on the decision. 
How each task is to be completed. 


Not the best choice. 


This action and communication plan is missing a key element: when each task is to be completed. 
An effective action and communication plan has three elements: what was decided and what 
follow-up is required, who is responsible for each task, and when each task is to be completed. 


A plan including all three elements provides closure and a sense of accomplishment. It also 
ensures that all stakeholders are aware of the decision and helps to ensure that everyone has 
heard the same information. And it's more likely to encourage people to feel a sense of 
responsibility for carrying out their part of the decision once the meeting has ended. 


e Where/when decisions were made, including dates and decision makers. 
What tasks have been generated related to each decision. 
Who assumed responsibility for each task. 


Not the best choice. 


This action and communication plan is missing a key element: when each task is to be completed. 
An effective action and communication plan has three elements: what was decided, who is 
responsible for each task, and when each task is to be completed. 


A plan including all three elements provides closure and a sense of accomplishment. It also 
ensures that all stakeholders are aware of the decision and helps to ensure that everyone has 
heard the same information. And it's more likely to encourage people to feel a sense of 
responsibility for carrying out their part of the decision once the meeting has ended. 


e What specific decisions were made and what follow-up is required. 
Who is responsible for each task. 
When each task is to be completed. 


Correct choice. 


An effective action and communication plan has three elements: what was decided, who is 
responsible for each task, and when each task is to be completed. 


A plan including all three elements provides closure and a sense of accomplishment. It also 
ensures that all stakeholders are aware of the decision and helps to ensure that everyone has 
heard the same information. And it's more likely to encourage people to feel a sense of 
responsibility for carrying out their part of the decision once the meeting has ended. 


Check Your Knowledge: Question 9 
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Sending a follow-up memo after a meeting can help maximize the meeting's impact. What should the 
follow-up memo include? 


e Areference to the cover letter for the action and communication plan that you sent after the 
meeting to each person who attended the meeting. 


Not the best choice. 


A follow-up memo is not a way to reference the action and communication plan's cover letter. 
Instead, the follow-up memo records the points made on the flip chart or white board during the 
meeting and the notes you or the recorder took during the meeting. 


The memo creates a context and a history of what happened at the meeting for the participants 
and any stakeholders who were not at the meeting. 


e The points made on the flip chart or white board and the notes you or the recorder took during 
the meeting. The memo is sent to all who attended and to any other stakeholders who were not 
present. 


Correct choice. 


The follow-up memo records the points made on the flip chart or white board and the notes you 
or the recorder took during the meeting. This memo needs to be written so that someone who 
wasn't there can understand what happened. 


A follow-up memo for a problem-solving meeting could also include (among other things): 
additional background and future information on the meeting topic, such as the criteria used for 
decisions, expectations about what will happen next, or even long-term desired or expected 
outcomes. 


e Asummary of the key decisions made at the meeting. You send it to all stakeholders not present 
at the meeting, as well as possibly to the meeting participants. 


Not the best choice. 


A follow-up memo is not a way to summarize key decisions made at the meeting; you provide 
that summary in your action and communication plan. Instead, the follow-up memo records the 
points made on the flip chart or white board during the meeting and the notes you or the 
recorder took during the meeting. 


The memo creates a context and a history of what happened at the meeting for the participants 
and any stakeholders who were not at the meeting. 


Check Your Knowledge: Question 10 


Which one of the following is not a suggested time to end a meeting early? 


e End when the objectives are achieved 
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Not the best choice. 


Ending when the objectives are achieved actually is a good reason to end a meeting early. What's 
not a good reason is when any key decision maker must leave. When a key decision maker must 
leave early, you should still be able to continue the meeting, since you can always keep the 
person informed about what happened during the meeting after he or she left. 


e End when people seem to be getting restless 
Not the best choice. 


Ending when people seem to be getting restless actually is a good reason to end a meeting early. 
What's not a good reason is when any key decision maker must leave. When a key decision 
maker must leave early, you should still be able to continue the meeting, since you can always 
keep the person informed about what happened during the meeting after he or she left. 


e End when any key decision maker must leave 
Correct choice. 


When a key decision maker must leave is not one of the suggested times to end a meeting early, 
since you can always keep him or her informed about what happened during the meeting after he 
or she left. Good reasons to end a meeting early include: the objectives have been achieved, 
people seem to be getting restless, and a heated conflict arises that only a separation will 
dampen. 


Check Your Knowledge: Results 


Your score: 


Steps for planning, conducting, and following up 


Before the meeting: 


1. Make sure the meeting is necessary. 
Call a meeting when: 
You need the group to provide information or advice 
You want the team to participate in making a decision or solving a problem 
You need to clear up an issue that can't be resolved in a one-on-one exchange 
You want to share information, a success, or a concern with the whole group 
You find out the group wants to meet 
You're dealing with a problem that needs input from members of different groups with 
varying perspectives or agendas 
o You've encountered a problem that needs clarification and you aren't sure who's 
responsible for it 
o You want a number of stakeholders to hear the same information or message and 
understand it. 
It is better not to have a meeting: 
o Regarding personnel issues 


O O O O O 0 
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If you don't have time to prepare 

If another format would work as well or better, e.g., a memo, e-mail, or a phone call 

If the issue is already decided 

If the subject is not worth people's time 

If the group is upset and needs time to work through the issues before working together 


Oo O O O 


(e) 


. Identify and clarify the meeting's objective and process. 


o ls it to inform, solve a problem, elicit ideas, or reach a decision? 

o The objective determines who attends and how the meeting is conducted. Some meetings 
can have multiple objectives. 

o The objective needs to be specific, clear, and measurable. Everyone in the meeting will 
know when it has been met. 

o Identify who the decision maker is—for example, you, your manager, the customer, or the 
group. 

o Determine how decisions will be made—for example, by the leader, by group vote, or by 
group consensus. 


3. Involve the right people. 


Try to include people who: 
o Are the final decision makers 
Have the power to assist or block a decision 
Are involved with the issues or affected by the outcome 
Can give relevant input 
Have a commitment to the issues 
Will have to implement the decision 
Can represent all stakeholders' points of view 


oO 00 0 0 0 


You'll have the best chance of getting key players to attend by inviting them personally and 
setting up the meeting to suit their schedules. Also, notify them that they are to play a specific 
role the meeting and reinforce the benefits of them attending the meeting. 


. Provide an agenda in advance. 


Include what is appropriate from this list: 
o The meeting's purpose 
Desired outcomes or objectives 
Date, time, and place 
Who is calling the meeting 
What group is meeting or who the participants are 
Participants’ roles 
Anything unusual about the meeting format 
Any outside participants 
Agenda items to be covered, the person responsible, and the time allotted 
Any background material to be used for preparation or to help shorten the meeting 
o How much time the meeting should take 


O O O O O O 0 0 0 


. Sound out key participants in advance. 


You can be better prepared for a meeting if you find out ahead of time what key participants 
think about important issues. Take the time to discuss ideas they have that you would like them 
to share with other meeting participants. You may then choose to adjust your agenda based on 
the information you receive from these participants prior to the meeting. 


. Prepare for the discussion and the decisions to be made. 


Do your homework before the meeting. 
o Collect relevant documents and data. 


http://gwiz4.gene.com/groups/Humres/development/managementor/201 1managementor/meeting_management/print_topic.html 


45/60 


9/7/2016 Meeting Management 


o Talk to the participants about their opinions and objectives. 

o Encourage participants to do their homework and let them know your interest in their 
ideas. 

o Brief your manager and other senior managers or executives who won't be at the meeting 
but have an interest in its outcome. 

o Circulate the agenda and pertinent background information. 


During the meeting: 
1. State the meeting's purpose and objective. 


If you state the meeting's purpose and objective early in the meeting, you can minimize 
digressions and the introduction of irrelevant material from participants. This will help you keep 
your meeting on track. 


2. Let everyone have a say. 

Monitor your own level of contribution to ensure you do not dominate. 

Control interrupters and dominators; make it possible for quieter people to contribute. 

Be positive and encouraging about the things people say. 

Intervene if a participant criticizes or attacks other people's contributions. 

Record input on a flip chart. 

When you sense there's a lot of interest in discussing a point, start watching and listening 
for everyone who wants to contribute. Then acknowledge them with eye contact and a nod 
or by saying, "Let's hear from Rob first, then Sue, then Tonio." 

o To get input from everyone, go around the room asking for each person's input. 

o Make sure that all the points of view are heard. 

o Ask someone to play devil's advocate. 
fe} 
[0] 


Oo O O O 0 0 


Ask people what they think. Call on those who have not contributed. 
Break group into pairs or trios and have each group report back. 
o Don't rush to vote or make a decision. 
3. Gain closure on each issue. 

o Voting gives you a result in a shorter period of time. It may require people to take a public 
stand on a position, which may end up as a win/lose situation for some of the members. 

o Group consensus is often more difficult and takes more time. People are more likely to 
support a consensus decision. It typically is not appropriate for emergency situations or 
situations where the leader is accountable for the decision. In consensus, not everyone 
may agree with the decision, but they do agree to support it. 

o Leader decision is often accomplished in the shortest time. If it is understood by the 
members that the leader is making the decision and why, this can be an effective 
alternative. In this scenario, it is important that all members feel that their viewpoints have 
been heard. 


To make decisions, the group can vote or reach consensus (mutual agreement) or the leader 
may make the decision. Each approach has pros and cons. 


4. End the meeting with an action and communication plan. 
Creating an action and communication plan is often the most overlooked step and can be a 
source of complaints from meeting participants and other stakeholders who may not have been 
in attendance. Meetings that end without an action and communication plan produce no action 
outside the meeting room. An action and communication plan should have three elements: what, 
who, and when. 
o What specific decisions and outcomes resulted from the meeting and what tasks need to 
be done as a result of the meeting? 


http://gwiz4.gene.com/groups/Humres/development/managementor/201 1managementor/meeting_management/print_topic.html 46/60 


9/7/2016 


Meeting Management 


o Who has responsibility for those tasks? If meeting participants voluntarily commit to 
specific actions, it is more likely they will complete those tasks. 

o When must those tasks be completed? Keeping participants realistic about the schedules 
they commit to ensures that tasks actually get carried out. 


An action and communication plan provides closure and a sense of accomplishment. It also 
ensures all stakeholders are aware of the decision or information and helps to ensure all have 
heard the same message or information. 


After the meeting, fine-tune the action and communication planning form and then send it out to 
all meeting participants. Also send the plan to people who were not at the meeting but need to 
be informed. Action plans are more likely to be carried out if they are viewed as actual 
responsibilities, obligations, or contracts. 


After the meeting: 
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1. Follow up quickly with a memo containing minutes. 


The best follow-up memo is based on the points recorded on the flip chart or white board and 
the notes you or the scribe took during the meeting. It needs to be written so that someone who 
wasn't there can understand what happened. 


It includes: 


Attendees 

Meeting objectives 

Key topics discussed 

Key decisions made 

Next steps or action plan 

Date of next meeting or follow up 
o A thank you to all those who participated 

A follow-up memo for a problem-solving meeting could also include: 
o Definition of the problem 

Method of analysis 

Alternatives 

Criteria for deciding 

The decision 

Who follows up by when 

Expected outcome 


O O O O 0 0 


. Meet informally with those who weren't heard or who are dissatisfied with the outcome. 


During the meeting, be alert to members' signs of dissatisfaction with the decisions made, and 
seek these people out afterward. Your post-meeting conversations may provide you with 
valuable feedback, and may prevent simple issues from becoming unnecessarily complex. You 
may also be able to soothe the egos of participants whose support you may need in the long run. 


. Provide promised resources. 


Be sure to get participants the resources they need to achieve the tasks they've been assigned. 
Otherwise, they will be frustrated and unable to accomplish those tasks. If you can't deliver the 
resources, explain why. 


4. Act on your decisions. 


47/60 


9/7/2016 Meeting Management 


Act as quickly as you can on any decisions made in the meeting. This will show your 
effectiveness as a meeting leader. In the end, you will be judged much more by what you do than 
by what you say. 


Steps for discussing a problem 


When the participants in the meeting are faced with a problem, lead them through the following 
questions in sequence: 


1. What are members' perceptions of the problem? 
How long has it been going on? What is happening now? 


2. Get agreement on the definition of the problem. 
3. What do we think are the causes of this problem? 


4. What options are there for solving it? 


What are the consequences or benefits of each option? What are the consequences if the 
problem is not solved? 


5. How will we select an option? 
What are the key factors such as time, resources, financials, values, and so forth? 


6. Gain agreement on an option. 


Steps for building an instant agenda 


1. Ask group members to brainstorm—not evaluate—the issues that need discussion. 


What is the desired outcome for each issue, and how much time do members need to deal with 
each? 


2. Create your agenda from the items generated by the group's brainstorming. 
3. Adjust the agenda as needed. 


If you need to shorten the agenda to fit the allocated time, ask the group to decide which items 
can wait until later, or which can be delegated to a task force that can report back at the next 
meeting. 


Tips for preparing for a meeting 


e Only invite people who need to attend and who can help achieve the meeting's objectives. 

e Provide more structure when you are dealing with a larger group. 

e Select an appropriate meeting space and confirm availability of space and any needed equipment. 

e Prepare an agenda. A meeting without an agenda is like a search party without a map. 

e Plan 30 minutes to two hours for a small group business meeting—and always underestimate 
how much a group can accomplish. 

e Keep the meeting as short as possible while still achieving the meeting's objectives. 
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Collect any relevant data or documents needed for the meeting. 


Tips for conducting a meeting 


Begin and end on time. 

Start with the easy stuff. Early success often promotes future success. 

Hold the more difficult items until later—but make sure to leave enough time to address them. 
Minutes: write everything down, if possible. 

Solicit everyone's input. 

Be an appreciative traffic cop: encourage people to take turns talking and thank people for their 
contributions and willingness to raise difficult issues. 

Tell them where they're going; tell them where they are; tell them where they've been. 


Tips for dealing with problem behaviors 


Members arriving late: 


Start meetings on time. 

Find out what would motivate the late person to be on time. 
Give the person a job to do in the meeting. 

After the meeting and in private, ask why the person was late. 


Members leaving early: 


Find out why the person often leaves early. 
At the beginning of a meeting, ask if everyone can stay until the designated time. If not, 
consider changing the length of the meeting. 


Members constantly repeating a point: 


Point to their contribution on the flip chart. 
Acknowledge verbally that you hear their concern. 
Table the point for future discussion. 


Members ridiculing or finding fault with others: 


Ask participants for suggestions or ideas that could be valuable to the group. 

Ask the group to agree not to evaluate points until all ideas have been contributed. 

Remind the doubters of this agreement and assure them that there will be an evaluation period. 
To the person who says something like, "That's dumb," or uses body language to imply a 
negative judgment, you can say, "Hold on. Everybody's ideas are important here." 

If the behavior persists, you may have to invite the person to leave. 


Members using dramatic, disruptive nonverbal reactions: 


Acknowledge the behavior and ask them what they want to say. 

During a break, point out tactfully that such behavior is disruptive. Explain how the behavior 
affects both you and the group. 

Ask them to control the behavior if it persists. 


Members doing something else during the meeting: 
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e Ask a question and include the transgressors among people you'd like to hear from. 
e Check in with them during a break. 
e Refer to ground rules when starting the meeting. 


Whispering: 


e Ask for a single focus like, "Can we have one meeting here?" 
e Ask the whispering participants if they can share their conversation or finish it later. 
e During a break, ask what's going on. 


A few members are dominating the conversation: 


e If you are standing, walk closer and closer to them. 

e Thank them for their input and call on someone else. 

e Ask the group to change roles, so that the quiet people speak up and those who have talked are 
silent for a while. 

e Eventually, you may have to point out that they are dominating the meeting. 


Members attacking others: 


e If they attack other participants, ask what the problem is. If it's not related to the meeting, ask 
them to settle it afterward. 

e Use the flip chart or white board records to refocus on the topic under discussion and to record 
the essence of their disagreements with the topic. 

e As a last resort, you may have to invite them to leave. If their input or buy-in is vital, try to get it 
after the meeting. 


Members finishing others' sentences: 


e Ask them to let the other people speak for themselves. 
e Check with the others whether the interpreters accurately represented what was said. 


Members acting as though they know it all: 


e Acknowledge their expertise. 
e Ask them to be patient and to hear out other people's ideas and perspectives. 


Interrupting: 


e To the person who was talking say things like, "Take your time, Art." 

e To the interrupter, you can say, "Please let Alice finish." 

e Outside the meeting, suggest to chronic interrupters that they jot down their thoughts and wait 
until there is a pause to contribute them. 


Tips for intervening at critical junctures 


e Boomerang—return a question to the person who asked it—to send the message that the leader 
is not solely responsible for answering all questions. 

e When something isn't working, name it—ask what's going on, get it out in the open. 

e Keep the discussion on track by reminding members of ground rules and previous agreements. 

e Regain focus by making sure everyone is working on the same content, within the same process, 
at the same time. 
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e Create a safe environment for participation and creativity by responding neutrally to a speaker 
whose ideas are out of step with the group, thereby legitimizing the contribution. 

e Use humor to relieve tension—but don't make jokes that exclude some members or that come at 
others' expense. 


Tips for ending a meeting 


e Write down next steps or create an action and communication plan to communicate key points 
and decisions made to both attendees and other stakeholders. 

e End the meeting when the objectives are achieved, when progress toward meeting them ceases, 
or when time is up! 

e Summarize what happened in the meeting: what got accomplished. 

e Guarantee follow-up. 

e Reinforce the importance of shared viewpoints and ideas and the commitment to making the 
meeting a success. 

e Thank everyone for their willingness to attend. 


Tips for on-the-spot recording 


e Use a flip chart or white board to demonstrate to group members that their input is valued. 

e Use a flip chart or white board to help you keep track of key points and decisions. 

e Keep the comments you've recorded visible for the entire meeting. 

e Capture every contribution during a brainstorming session. 

e Number, star, circle, or otherwise mark up the pages as the group evaluates, prioritizes, and 
makes decisions about the ideas generated. 

e Keep a separate list—sometimes referred to as a "parking lot"—of issues to be dealt with after 
the meeting. 


Meeting agenda form 
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Meeting Agenda Forin 


Meeting Topic: 


© 2004 Harvard Bormans bebec! Pbtukisg AD ngon recerved 


Meeting planner's checklist 


Meeting Planner’s Checklist 


Use this checklist to be sure that you have covered all the important steps in preparing for an affective meeting. 
+ Identified the purpose of the rareting? 
. Identified the ebjectives of the saretins? 
. Selected the participants and sdennified roles? 


leader, attendees, another managers? 


. Decided where and whes to bold the meeting and 
condinmed availabelity of the space? 


, densified and coufumed availabitity of amy needed 
equipas? 


T. Nounfied putcipants of when and utere? 


. Developed a peeliminary agenda wth purpose aed 
objectives? 


GT ns ee REESS ELSON EER eee eee PE eee eee ee ae TEA 
stakeholders to somad them out in advance? 


. Fanalhzed the agenda sad diributed st 19 all 
parhespants? 


. Seat any reports or seas needing preparamon to 
participants? 


12. Veufied Gat al key pecple will attend? 


13. Prepared yourself fe p drafted presansanons, primed 
hondowss, enc? 


© 2004 Herad Dames School Publicheng AD nights geserved 
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Meeting minutes form 


Meeting Minutes Form 


Start filling our this form in yor meeting fo keep track of the issues discussed and the decisions made in the 
meeting. After the meeting, fine-tune the form and then send it out to all meeting participants and any other 
people interested in the results of te meeting 


Meeting Topic: 
Attendees: 
Purpose: 
Objectives: 
Agenda Item #1; 
Options Points Raised 


Decision or 
Recommendations: 
Agenda Item #2: 


Opnons Points Raised: 


Recommendations 
Agenda Item #3: 


Opnons/Points Raised: 


Decision or 
Recommendations 


Action Items 
Task to be Done Person Responsible Due Date 


© 2004 mei Baisan School PabSabes Al sighs mened 


Why Develop Others? 


_ “At the end of the day, you bet on people, not strategies.” 
: Larry Bossidy 
_ Former CEO, AlliedSignal 


: In today’s global business environment, markets and regulations change quickly. Competitors 
; constantly innovate. Technological changes are the norm. 


: In order to outmaneuver the competition and meet the demands of the moment, organizations 
must be agile. They must execute flawlessly. And they must transform themselves continuously. 


: Are your leaders ready? 


_ Dr. Noel M. Tichy 
; Professor 
University of Michigan Ross School of Business 


: We have now entered an era where | don’t care what industry you’re in, you need leaders who 
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: can make decisions, make judgment calls at every single level. All the way down to the interface 
_ with the customer. 


If you go to a company like Google or any of the high tech companies, a lot of the innovation 

: that Amazon does is happening right at the front line. Go ahead, try it, put it out there, we'll 
learn from it. That cannot happen if the senior leadership doesn't have a commitment to both 
develop the leadership capability, but develop the business through engaging people at all levels 
_ of the organization. 


: Becoming a teaching organization 


| like to tell parents that they cannot delegate their responsibility to develop their children. And | 
think it is the same in an organization. Day in and day out the person that has the biggest 

| impact on people in the organization is the next level above and the associates around and 
below. And so to build a learning organization | say is not enough. Learning could be, you know 
: we are learning cooking, we are learning this or that, but teaching organizations, when | learned 
something, | have a responsibility to teach my colleagues. 


: So everybody takes responsibility for generating new knowledge and it is not enough to be a 
; learner, you then have to translate it into teaching. 


: The Virtuous Teaching Cycle 

The role of a leader is to ensure that the people who work for them and around them are better 
; every day. There's only one way to make people better. It's to teach them, learn from them, 
create what | call "virtuous teaching cycles”, not command and control. 


A virtuous teaching cycle is teach learn, teach learn. And the leader has a responsibility for 

- reducing the hierarchy, for having a point of view to start the discussion, but then to be 
responsible to hear everyone's voice, get everyone involved in a disciplined way. It is not a free 
for all. But it is the leader's responsibility to create that virtuous teaching cycle. 


7 A wonderful example of virtuous teaching cycle is the program that Roger Enrico ran at Pepsi, 
: where every one of the 10 vice presidents comes with a business project. 


Roger Enrico gets smarter as result of five days with 10 vice presidents, because he's learning 
; from them. He needs to lower the hierarchy. He needs to be open to learning. And in turn, the 
people participating need to be energized and empowered to come up and engage in problem 
: solving. 


Another example is at Best Buy, where every morning in the stores you would bring 20 
associates or so together and they would review the profit and loss statement from the day 

: before, what we learned from the different customer segments in our stores, what we can do to 
improve our performance this day. And they do that every single day. The store manager was 

| learning mostly from the associates on the floor. 


7 That was a virtuous teaching cycle were everybody is teaching everybody, everybody is learning 
and the result has been an incredible result at Best Buy. 


: “The growth and development of people is the highest calling of leadership.” 
_- Harvey S. Firestone 


Founder, Firestone Tire and Rubber Co 


There are clear advantages to leader-led development. 
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But for many leaders, taking on teaching, coaching, and other development responsibilities can 
seem daunting. You might avoid taking on these roles due to lack of time, resources, or your 
: own lack of comfort with this role. 


: The following tips and resources can help you impart valuable learning to your team every day. 


: To develop others... 
e Start with a Teachable Point of View 


| The first requirement of being able to develop other leaders is to have what I call a teachable 
point of view. | often give the example of, if | ran a tennis camp and you just came to day one of 
the tennis camp, | better have a teachable point of view on how | teach tennis. So you are 

: standing there looking at me and it has got four elements. One, the ideas, well how do | teach 
the backhand, the forehand, the serve, rules of tennis. Then if | am a good tennis coach, | have a 
' set of values. What are the right behaviors | want, how do | want you to dress, how do | want 
you to behave on the tennis court. 


i But if that's all | have, what do | do? Show you a power point presentation and then expect you 
: to hit 500 backhands, 500 serves, run around for eight hours. | have to have a teachable point 
of view on emotional energy. How do | motivate you to buy in to the ideas and values? 


: On one end of the spectrum it could be | threaten you with corporal punishment, the other | can 
give you stock options, | can make you feel good about yourself, | can help you develop as a 
;: human being, what motivates you. 


And then finally, how do | make the tough judgment calls, the yes/no, decisions as the tennis 
coach, the ball is in, the ball is out. | don't hire consultants and set up a committee, it is yes/no. 
: And the same with running a business, what are the products, services, distribution channels, 
customer segments that are going to grow top line growth and profitability of the organization. 


What are the values that | want everyone in the organization to have, how do | emotionally 

' energize thousands of people, and then how do I make the yes/no, judgments on people and on 
business issues. So the fundamental building block of being able to develop other leaders is to 

_ have that teachable point of view just like the tennis coach. 


7 To develop others... 
| @ Lead with questions 


Questions are hugely important because you want to create dialogue and again, what | call a 

_ virtuous teaching cycle where the teacher learns from the students and vice versa. Which means 
; everybody ought to be free to ask whatever is on their mind, whatever it will take to get clarity | 
and understanding, but it is not the leader just coming in and freeform asking questions. | believe 
: the leader has a responsibility for framing the discussion, for having as best they can a teachable | 
point of view, they may need help from their people in flushing it out, but they need to set the 
; stage but then it has to be a very interactive, what | call virtuous teaching cycle environment, 
teach learn, teach learn, teach learn. 


7 To develop others... 
; @ Make it part of your routine 


A good example to me of an outstanding leader developing other leaders is Myrtle Potter who at 
- the time | am commenting was Chief Operating Officer of Genentech running the commercial side 
of the business. And she would take time at the end of every single meeting and do some 
coaching of the whole team on how we could perform as a team better, and then she would 
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: often take individuals and say, could we spend 10 minutes over a cup of coffee, | want to give 
you some feedback and coaching on that report that you just presented on or how you are 

| handling a particularly difficult human resource issue, but it was part of her regular routine. And 
| think the challenge for all of us as leaders is to make that a way of life and it is built into the 

: fabric of how we lead and it is not a one off event, three times a year. It is happening almost 

_ every day. 


To develop others... 
| @ Make it a priority 


One of the biggest challenges in getting people kind of on this path is to overcome some of their 
own resistance, either fear or the way | view the world | don't have time for this, everybody can | 
| make time. Roger Enrico is CEO of Pepsi. He didn't have time to go off for a week at a time and 
run training sessions. He had to readjust his calendar. So it requires you to look in the mirror and 

| say, is this important. If it is important, of course | can make the time. Then | have to get over 

my own anxiety on how well | can do it, but it is a commitment to get on the path that says: 

; this is how | am going to drive my own performance and the performance of my colleagues. 


: To develop others... 
e Learn to teach 


| think the biggest mistake is to assume you are going to be good at it right off the bat. It is like 
; learning anything else. First time you go out and try and play tennis, good luck. But you got to 

stay with it and you got to engage your people in helping make you better and them better. And 
: so it is a journey you need to get on, not | am going to do it perfectly when | start out. 


If you want to be a great leader who is a great teacher, it's very simple. You have got to dive 

_ into the deep end of the pool. But you've got to dive into the pool with preparation. | don't want 
you drowning. | want you succeeding. It is extraordinarily rewarding for most human beings to 

: teach others. | think once you can turn that switch on, it is self perpetuating. You get a lot of 
reinforcement, your team is better. You perform better because your performance goes up and 

_ it becomes this virtuous teaching cycle. 


: Your opportunity to develop others 


We’ve heard why developing others can drive greater business results, and how to make the 

: most of your leader-led development efforts. The materials provided in Develop Others enable 
you to create personalized learning experiences for YOUR team within the flow of their daily 
activities. Use the guides and projects to engage your team quickly. And to explore how key 

: concepts apply to them in the context of their priorities and goals. 


The value of teaching is the performance of the organization is totally dependent on making 

; your people smarter and more aligned every day as the world changes. In the 21st century we 
are not going to get by with command and control. We are going to have to get by with 

: knowledge creation. The way you create knowledge in an organization is you create these 
virtuous teaching cycles where you are teaching and learning simultaneously, responding to 
customer demands and changes, responding to changes in the global environment. My bottom 
line is if you're not teaching, you're not leading. 
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A leader’s most important role in any organization is making good judgments — well informed, wise 
decisions about people, strategy and crises that produce the desired outcomes. When a leader shows 
consistently good judgment, little else matters. When he or she shows poor judgment nothing else 
matters. In addition to making their own good judgment calls, good leaders develop good judgment 
among their team members. 


Dr. Noel M. Tichy 
Professor, University of Michigan Ross School of Business 


Dr. Noel M. Tichy is Professor of Management and Organizations, and Director of the Global Business 
Partnership at the University of Michigan Ross School of Business. The Global Business Partnership links 
companies and students around the world to develop and engage business leaders to incorporate 
global citizenship activities, both environmental projects and human capital development, for those at 
the bottom of the pyramid. Previously, Noel was head of General Electric’s Leadership Center at 
Crotonville, where he led the transformation to action learning at GE. Between 1985 and 1987, he was 
Manager of Management Education for GE where he directed its worldwide development efforts at 
Crotonville. He currently consults widely in both the private and public sectors. He is a senior partner in 
Action Learning Associates. Noel is author of numerous books and articles, including: 


For more information about Noel Tichy, visit http://www.noeltichy.com. 


Share an Idea 


Leaders are in a unique position to recognize the ideas and tools that are most relevant and useful for 
their teams. If you only have a few minutes, consider sharing an idea or tool from this topic with your 
team or peers that is relevant and timely to their situation. 


For example, consider sending one of the three recommended ideas or tools below to your team with 
your comments or questions on how the idea or tool can be of value to your organization. By simply 
sharing the item, you can easily engage others in important conversations and activities relevant to 
your goals and priorities. 


What should the basic ground rules include? 
Steps for planning, conducting, and following up 
Meeting agenda form 


To share an idea, tip, step, or tool with your comments via e-mail, select the EMAIL link in the upper 
right corner of the page that contains the idea, tip, step, or tool that you wish to share. 


Discussion 1: Preparing for a meeting 


When your team members need to conduct a meeting — whether it’s to update everyone on the 
status of a project, solve a problem, or make a decision — how they prepare for the meeting can make 
a world of difference. Careful preparation can help ensure that the meeting produces the intended 
results and doesn’t waste time. 


To prepare effectively for any meeting, your team members need to clarify their purpose and agenda. 
They must determine whom to invite and what each participant’s role will be. And they have to decide 
on logistics (such as meeting location and setting) as well as materials that may need to be distributed 
beforehand. 
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Use these resources to lead a discussion with your team about how to tackle each of these meeting- 
preparation tasks. 


Download resources: 


Discussion Invitation: Preparing for a Meeting 
Discussion Guide: Preparing for a Meeting 
Discussion Slides: Preparing for a Meeting (optional) 
Tips for Preparing for and Leading the Discussion 


Consider inviting both novice meeting planners as well as seasoned ones to this discussion. Team 
members who are responsible for conducting meetings could suggest one or more meetings to use as 
a focus for the discussion. Or you could pre-select an upcoming meeting that some or all of your team 
is responsible for organizing and conducting. When you email the discussion invitation to team 
members, edit the content to indicate which approach will be used during the discussion. 


Working through the discussion guide can take up to 45 minutes. If you prefer a shorter 15- or 30- 
minute session, you may want to focus only on those concepts and activities most relevant to your 
situation. 


Discussion 2: Tackling your toughest meeting problems 


When your team members conduct a meeting, problems can crop up — even if your people have 
carefully planned the meeting. A key participant arrives late. A few people start dominating the 
discussion. The group can’t seem to arrive at a decision. A nasty conflict erupts between two 
participants. These are just a few examples of how a well-planned meeting can still “go bad.” 


When a good meeting takes a bad turn in any of these ways, your organization pays the price: Time 
gets wasted. People become frustrated. Resources get channeled into efforts that lead nowhere. 


To prevent good meetings from going bad, your team members can familiarize themselves with the 
most common problems that can arise, and then develop strategies for preventing or combating those 
problems. 


Use these resources to lead a discussion with your team about how to tackle their toughest meeting 
problems. 


Download resources: 


Discussion Invitation: Tackling Your Toughest Meeting Problems 
Discussion Guide: Tackling Your Toughest Meeting Problems 
Discussion Slides: Tackling Your Toughest Meeting Problems (optional) 
Tips for Preparing for and Leading the Discussion 


Consider inviting team members with little or no experiencing conducting meetings as well as those 
who have experience. The two groups can learn from each other. 


Working through the discussion guide can take up to 45 minutes. If you prefer a shorter 15- or 30- 
minute session, you may want to focus only on those concepts and activities most relevant to your 
situation. 


Start a Group Project 
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Just like any change effort, successfully incorporating new skills and behaviors into one’s daily 
activities and habits takes time and effort. After reviewing or discussing the concepts in this topic, 
your direct reports will still need your support to fully apply new concepts and skills. They will need to 
overcome a variety of barriers including a lack of time, lack of confidence, and a fear of making 
mistakes. They will also need opportunities to hone their skills and break old habits. To help ensure 
their success, you can provide safe opportunities for individuals and your team as a whole to practice 
and experiment with new skills and behaviors on the job. 


For example, to encourage the adoption of new norms, you can provide your team members with 
coaching, feedback, and additional time to complete tasks that require the use of new skills. 
Management approaches such as these will encourage team members to experiment with new skills 
until they become proficient. 


Group learning projects provide another valuable technique for accelerating team members’ 
development of new behaviors. A group learning project is an on-the-job activity aimed at providing 
team members with direct experience implementing their new knowledge and skills. Through a learning 
project, team members discover how new concepts work in the context of their situation, while 
simultaneously having a direct and tangible impact on the organization. 


The documents below provide steps, tips, and a template for initiating a group learning project with 
your team, along with two project recommendations for this topic. 
Download resources: 


Tips for Initiating and Supporting a Learning Project 
Learning Project Plan Template 

Learning Project: Plan a Meeting 

Learning Project: Conduct and Follow Up on a Meeting 


Make Every Meeting Matter 


Tom Krattenmaker. "Make Every Meeting Matter." Harvard Management Update, December 2007. 


Download file 


Summary 


In today's workplace, time is in short supply. Unfortunately, meetings aren't. Yet when meetings are at 
their best, they're a place where people can be creative together, where they can integrate different 
perspectives, knowledge, and experience. How can you make sure your meetings are productive? In 
this article, experts offer practical suggestions for having meetings that enhance rather than hinder 
your organization's success. 


Your Meeting: Who's in Charge? 


Janice Obuchowski. "Your Meeting: Who's in Charge?" Harvard Management Communication Letter, 
April, 2005. 


Download file 
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Summary 


There's one or two in every meeting: People who constantly talk or glower in the corner. People who 
criticize every idea raised or harp on the same theme no matter what's being discussed. These people 
not only make meetings unpleasant, but they also make them unproductive. And so the question is: 
How do you get these troublemakers to behave? When you're facilitating a meeting, the pressure is on 
to make sure people stay focused and on topic. After all, the decisions made are your responsibility, 
which makes things that much harder when you're up against someone difficult. Keeping a meeting on 
track requires a few parts discipline, a few parts organization, and a dollop of courage. But take heart: 
There are steps you can take before the meeting begins and tactics you can apply during the meeting 
itself to ensure they run smoothly and successfully. 
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